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Introduction 
This paper firstly seeks to identify what corporate governance is, it considers its importance in the day to day management of organisations and then applies its principles to a policing perspective. It will consider the complex governance arrangements in Wales as a result of policing and justice remaining under the control of the UK government at Westminster, then explore the Scottish policing model as a comparator, establishing whether this model could bring added value to Wales. In doing so, it highlights the importance of devolution of policing to this approach and the need for Welsh Government to revisit this prospect in the interests of achieving effective governance for policing, reducing unnecessary bureaucracy, increasing productivity and in the interests of the public purse. It considers the importance of localism of policing services, but to the contrary identifies that since the implementation of the Police Reform and Social Responsibility Act 2011 police governance has become overly bureaucratic, too costly, have too many layers and may not be meeting the local accountability objective for which it was introduced (The Electoral Commission , 2019).
Corporate Governance and Policing
Corporate Governance is the framework by which an organisation is controlled, managed and for what objective. It determines who has control, accountability and identifies the decision makers. Corporate governance is a system which enables management boards to address and mitigate its risks (ICSA The Chartered Governance Institute , 2021).
A fundamental element of corporate governance is to manage the interests of stakeholders. It addresses every element of management from checks and balances to performance outcomes. An organisation’s board of directors has ultimate responsibility for influencing corporate governance, as failure to do so adequately can result in ineffective outcomes in operational and financial terms (Chen & James, 2021).
Research identifies that effective corporate governance reduces the ownership and control problems and differentiates between shareholder and management responsibilities (Khan, 2011). In historical terms, UK companies had suffered from weaknesses that had brought about accountability problems, businesses failed and poor corporate leadership was becoming detrimental to economic performance, escalating the need for corporate governance and pushing it to the top of policy development (Keasey & Wright, 1993).
The importance of corporate governance is captured by the work of the Financial Aspects of Corporate Governance Committee whose report, and Code of Practice was published in December 1992. The report provided recommendations on which stakeholders could consider, and targeted directors, providing them with guidance and structure on the importance of corporate governance (Cadbury, 1992).
In November 1995 the Hampel Committee was formed under the Chairmanship of Sir Ronald Hampel, their task was to review the 1992 report and enhance its recommendations. It was not until June 1998 that the final product was published with the London Stock Exchange publishing the new Listing Rules along with the Principles of Good Governance, generating the Combined Code of Practice. This superseding Code would become key in determining the principles of corporate governance within all UK listed companies (Cadbury, 1992).
This approach stimulated interest globally with emerging superpowers such as China looking to impose sound corporate governance principles to effectively manage their economic growth (Hung & Wai, 2001).	
Having identified the importance of corporate governance within private business at a global level, I now turn my attention to policing. Whilst policing is not a “for profit” organisation in the UK it is nevertheless a service that results in public expenditure. The local precept provides police forces in the UK with a significant amount of their annual budget, for example within South Wales the 2021 5.5% precept equates to almost 44% of the annual police budget (South Wales Commissioner, 2021).
History establishes corporate governance measures to have been embedded within policing for many years. Historians report back to the eighteenth century when early accounts identified ineffective forces lacking oversight from Whitehall and how by the nineteenth century innovation was driven by communities who felt central administration was impacting heavily on local affairs (Churchill, 2015).
The economic downturn and subsequent austerity resulting from the 2010 Comprehensive Spending Review placed significant pressures on UK policing to better manage their business (HMIC, 2011). This period of austerity outlined the need for robust reform in order to balance cuts in government grant funding with efficiency savings. The resulting significant change through the police reform agenda meant Chief Constables needed to transform their services to be more efficient and effective, seek collaboration and new ways of working. They could only achieve this through robust governance arrangements that incorporated other statutory and non-statutory bodies where effective mechanisms for control and risk management could ensure the public purse was properly protected in meeting their priorities (The Chartered Institute of Public Finance & Accountability , 2016).
Therefore, having recognised the importance of corporate governance in policing terms, I turn my attention to consider the governance arrangements within the UK, with a specific focus on the devolved governments of Wales and Scotland, two nations with two very different models. I will consider the complexities of police governance and whether they are fit for purpose, or indeed overly bureaucratic.
The introduction of the Police Reform and Social Responsibility Act 2011 saw the introduction of Police and Crime Commissioners who were identified by the 2010 UK coalition government to be the answer to the calls for a move from centralised control and government targets to a policing model that was informed by, and held accountable by its local communities (Joyce, 2011).
[bookmark: _Hlk65404407]Contrary to the coalition government’s view, some argue that localised governance is limiting and prevents corporate development.  Houtsonen & Huotari (2019) argue that disengaged police services and poor governance arrangements are only likely to serve the interests of their local communities, resulting in short sightedness and a failure to see the wider opportunities. They argue that with good corporate governance structures, policing can look beyond the local communities and recognise the advantages of globalisation (Houtsonen & Huotari, 2019).
Despite their view, there are those who will argue that policing should be informed by the public to whom they serve, This is reinforced by the so called Pelian Principles and the infamous quote of the former Home Secretary Sir Robert Peel, in that “Police at all times should maintain a relationship with the public that gives reality to the historic tradition that the police are the public and the public are the police” (College of Policing, 2014 page 5).
The model of police governance implemented by the 2011 Act was introduced so to provide a figurehead who would represent the local electorate. However, with only 45% of people identifying with the fact they themselves were responsible for electing the PCC, the very essence of the government’s objective may have been missed. In addition, only 30% of the public felt that there was adequate transparency in the PCC’s decision making and less than 10% consulted had ever had direct contact with their Commissioner. In respect of the scrutiny of their PCC, of the public consulted 80% had never heard of their local Police and Crime Panel (Committee on Standards in Public Life, 2015).
During their inquiry, the Committee (2015) established arguments both for and against local accountability, most PCC’s as one would expect, preferred the local accountability model, whilst local government lawyers favoured a broader set of central standards which allowed some degree of local variation, stating that the indifferences of PCC’s nationally could often lead to poor practices. 
Whilst respecting the fundamental importance of the Peelian principles of policing by consent and legitimacy, I will now explore the Scottish model of police governance and examine the balance between effective and efficient governance and the need to maintain local accountability. 
The Police and Fire Reform (Scotland) Act 2012 created a single police force for the whole of Scotland, replacing the previous structure of eight local territorial forces supported by central agencies (Scorbie & McCallum, 2013).
The Act introduced the Police Service of Scotland (now Police Scotland) on 1st April 2013 and saw a transformation from eight Chief Constables to one, and the disbandment of the Scottish Police Security Authority and the Scottish Drugs Enforcement Agency (Scorbie & McCallum, 2013).
The Scottish Parliaments vision of integrating existing services into a single agency would save the public purse an estimated £1.7bn over 15 years. In addition, it merged the Fire and Rescue Service bringing further efficiency savings (Scott, 2012).
The introduction of the new force brought with it a new and streamlined governance structure through the introduction of the Scottish Police Authority. As with the reduction in forces within the nation, the authority was to replace the eight local Policing Boards who were formed by councillors. The legislation outlined that Ministers would select the councillors who were to stand on the new Police Authority yet remain independent of government in delivering their functions (Scott, 2012).
In advance of the implementation of the legislation, consultation identified stakeholder concerns that local policing would be affected. However, this was legislatively mitigated by the Chief Constable being held accountable to ensure local policing was not directly affected and in ensuring this Commanders were appointed to each local authority area and given responsibility to develop local policing plans to meet the community’s individual needs. In addition, statutory requirements implemented under the Local Government in Scotland Act 2003 meant policing had a responsibility to engage in a key overarching framework for the coordination of local public service initiatives (The Scottish Executive, 2004).
The new governance arrangements meant Scottish Ministers had overall accountability for policing. Under s48 of the 2012 Act Ministers must make regulations for the governance of policing in Scotland. In meeting these responsibilities Ministers are responsible to the Scottish parliament (Scorbie & McCallum, 2013).
The Scottish Police Authority Board has been made up by selected officials appointed directly by Ministers. Their governance responsibilities include the promotion of policing principles, continuous improvement, development of the Strategic Policing Plan, resources, finances and the task of holding the Chief Constable to account. The Authority also appoints and dismisses the Chief Constable but must seek the ratification of Ministers in doing so (Scottish Parliament , 2012).
The Chief Constable has responsibility for policing in Scotland, direction and control of the force, securing value for money and preparation of policing plans. As touched upon earlier, of particular importance is their responsibility for the appointment of local Commanders in each local authority area and that each locality has adequate arrangements in place for local policing. 
Inspections of Police Scotland are undertaken by Her Majesty’s Inspectorate of Constabulary for Scotland whose reports are submitted to the Scottish Parliament. Meanwhile the 2012 Act also developed the role of the Police Investigations & Review Commissioner to oversee complaints against the police with the principle aim of maintaining the trust and confidence of the public in the police (Police Investigations & Review Commissioner, 2021).
The governance structure around priorities are clear and unambiguous in that the three key plans are set out individually but each are inter dependent to one another, the Scottish Police Authority and Police Scotland set out the Joint Strategy for Policing, the Chief Constables Annual Plan outlines what they will do to meet the Strategic Plan and each Local Area Commander has a Local Delivery Plan developed in consultation with local authorities to outline distinct local community issues (Police Scotland, 2020).
The Scottish Police Authority sets out clear and unambiguous corporate governance arrangements which are published in its Corporate Governance Framework document. This document provides terms of reference in respect of structures relating to all matters of governance (The Scottish Police Authority , 2021).
As with all issues of corporate governance transparency is critical to retaining public confidence, to this end the authority’s committee meeting minutes are well documented and accessible to the public (Scottish Police Authority , 2021).
Despite the reform some reports identify that financial considerations remain a governance priority. The Force remain under financial pressure with the HMICS reporting that the revenue budget was set with a deficit of £41.6m to maintain officer numbers at or above 17,234. The Scottish Police Authority has continued to make the case to the Scottish Government for funding as well as encouraging Police Scotland to continue to press ahead with more transformational work streams (HM Inspectorate of Constabulary In Scotland , 2020).
I question whether the governance changes adequately addressed the early concerns of the loss of local policing engagement. Consideration also needs to be given to the partnership perspective and whether the appointment of Local Area Commanders and local policing plans adequately met local community needs. In particular, Henry et al (2019) argue the early issues arising from Chapter 7 of the 2012 Act, where local scrutiny committees identified that power had shifted to the centre and was causing a structural disconnect. In response the Scrutiny Committees later accepted that the legislation provided them with a monitoring role and that they were to be consulted around local policing plan development. However, central legislation and policy were to impact locally leaving a feeling that local voices were not listened to, with Local Area Commanders having no governance mechanism in policing terms to escalate these issues, raising questions around how effective they were in policing local community needs (Henry, et al., 2019). Such an argument may suggest the lean approach to governance may have gone slightly too far.
Contrary to this however, the added value from the reform is highlighted by the Scottish Justice Survey 2018/19 showing significant reductions in crime over the last few years. Overall crime has decreased by 20% since 2016. Most adults (78%) stated they felt fairly or very safe walking alone near to their local area after dark, an increase of 12% since 2009. Countering the early concerns of a loss of local policing, public perception has increased with 56% of adults stating the police were doing a good Job. Market research by the force identified that satisfaction levels ranged between 81% and 86%, a particularly positive statistic indeed (HM Inspectorate of Constabulary In Scotland , 2020).
The governance changes within Police Scotland highlights the benefits of financial efficiency savings resulting from a merger and indeed a streamlined governance and accountability framework through two specific agencies, the association and inspectorate (Loveday, 2006). But it also highlights the importance of getting governance right in meeting the needs of local people with local needs. 
As this paper turns its attention to policing governance in Wales the key point to recognise is that within Scotland, law and order and therefore policing and criminal justice are devolved to the Scottish government (The Scottish Government , 2021) (Shuttleworth & Paun, 2020). Without this devolved responsibility the Scottish Parliament would have been highly unlikely to have achieved the outcomes delivered through their current model. 
This is not the case in Wales, where policing and criminal justice has not been devolved to Welsh Government and remains reserved at Westminster. In comparison to Scotland, who prior to the 2012 Act had eight police forces in the country, Wales has four. Following reform, Scotland is the second largest police service in the UK outside of the Metropolitan police and covers a significantly larger population than Wales (Police Scotland, 2020). Therefore, one might argue that the benefits of merging the Welsh forces would bring similar added value in financial terms as that projected in Scotland and indeed be a lesser task to achieve. 
It is not that the Welsh Government has not tested this prospect, in 2011 the then Welsh Secretary Cheryl Gillan commissioned a review of devolution in Wales which was to also consider policing and criminal justice. The Commission, Chaired by Paul Silk, a former Clerk to the National Assembly for Wales would consider two parts, firstly to look at whether fiscal powers should be devolved to Wales along with a review of those already devolved, and secondly to look at the constitutional arrangements (UK Parliament , 2021). In response to UK Government stating devolution arrangements in Wales were already good, some politicians argued in support of the Silk Commission’s task, Liberal Democrat Kirsty Williams called the current Welsh Parliament arrangements inadequate and on times dysfunctional (BBC, 2013).
Silk was to place the devolution of policing and justice as a stand-alone section of his report, with Chapter ten outlining the review of policing. The work of Silk resulted in widescale consultation of stakeholders and considered within it the complex governance arrangements that would need to be addressed if policing was to be devolved (Welsh Government Commission on Devolution in Wales, 2014).
The consultation provided evidence that suggested there was support for policing to be devolved, 63% of those consulted stated that the National Assembly for Wales (now Senedd) and therefore Welsh Government, should control policing in Wales with 48% of them believing policing was already devolved. In questionnaires returned, around 58% consulted were supportive of the devolution of policing (Welsh Government Commission on Devolution in Wales, 2014). 
The Commission (2014) also established that the UK Government’s view was that there was a need to recognise that policing and criminal justice were inextricably linked, current governance arrangements provided positive partnership working, integration and autonomy. They expressed the need to recognise the additional cost that separation of national structures would have and the need to recognise Welsh Police forces commitment to the Strategic Policing Requirement. The Welsh Government however, pushed for devolution on the strength of the benefits of the already integrated public services devolved to them, they wanted administration and governance arrangements for policing to be devolved to Cardiff expressing the added value of the police working on a territorial basis. 
The consultation of the Police and Crime Commissioners was divided, with two supporting the proposal, one quite remarkably not having an opinion, and the final one, Christopher Salmon (Dyfed Powys), outlining that the devolution of policing would only cause confusion, expense and add additional layers of bureaucracy. The Association of Chief Police Officers Wales expressed neutral views, but firmly identified that cross border working was an important factor that needed to remain including the need for mutual aid across the UK when necessary (Welsh Government Commission on Devolution in Wales, 2014).
The Police Federation of England and Wales remain neutral on the devolution of policing in Wales. In response to the Silk Commission they submitted that provided any decision to devolve policing in Wales was done so in the interests of the public then they remained impartial. However, to the contrary and in response to one of Silk’s final recommendations they outlined that police pay and conditions should remain centrally owned and not be subject to regional variations, also highlighting that police officers in Wales could be deployed under national agreements to any part of the UK at short notice to perform their role as warranted peace keepers (White, 2018).
The Silk Commissions consultation with the Institute of Welsh Affairs resulted in a report entitled “The Devolution of Policing and Justice to Wales”. The IWA held an online debate over a two-month period which informed the report. The report identified that there was no consultation with police practitioners and therefore whilst policing was seen to be capable of being devolved this should not occur without practitioner input. As with other stakeholders it was identified that Welsh Government should set out a framework of how policing would work with other devolved agencies and public services to achieve better outcomes. The issues of justice devolution should be considered as different to that of policing. The report identified that many of those that argue for the devolution of policing in Wales do so on the basis of the fact that it is already devolved in Northern Ireland and Scotland (Institute of Welsh Affairs , 2016).
The Commission (2014) went on to find no evidence that the current system of governance was broken, that performance was good and financially policing in Wales was cost effective in comparison to the other devolved nations. However, in a move to bring policing more aligned to their vision of more integrated local public services, moved to recommend devolution of policing in Wales, whilst identifying that there was a requirement for the National Crime Agency, College of Policing and Police Complaints Commission to remain under national governance, albeit funding agreements for these needed to be negotiated with Westminster. In respect of legislation around powers of arrest, they determined that in alignment with their recommendations on justice, these should be retained centrally until criminal justice was devolved to Wales. 
Despite the significant work of the Commission, the 2015 Welsh Secretary of State for Wales informed that whilst current parliament would consider implementing some of the recommendations of the report it would be a matter for the next government given the insufficient time to implement primary legislation (UK Government, 2014).
In 2018 Lord Thomas of Cwmgiedd conducted a review of justice in Wales entitled “The Commission on Justice in Wales Report”. The review identified that the people of Wales were being let down by the current system and highlighted through a series of recommendations that devolution was contributing to the perceived failings. The review identified that the Criminal Justice System should be at the heart of local government and align to other policies linked to devolved areas, such as health and education. Under the current framework there is no connectivity between justice and other policies due to its remaining under Westminster and therefore UK government ownership. 
The review brought out the tangible links between the Wales Adverse Childhood Experiences collaboration of a targeted partnership between police and health, highlighting the added value this approach brought. The report recommended matters of governance and inspection of the police and other justice inter dependencies should be controlled in Wales. Finally of particular importance, the Welsh Governments failure to fund the national police apprenticeship scheme was raised recommending that as in England, police forces in Wales should be funded so as not to be disadvantaged. Of most relevance to the argument of a devolved Welsh police service was recommendation 72 of the report, which outlined the need to implement legislation devolving issues of police governance so that these could be reviewed locally (The Commission On Justice In Wales , 2019).
I have not entered into discussions around the justice devolution argument, but nevertheless it is important to understand it. Criminal Justice is a significant inter dependency of policing. The UK has three separate justice systems, England and Wales, Northern Ireland and Scotland. The jurisdiction of England and Wales remain non devolved matters under the direction and control of the UK government at Westminster. To the contrary, the Criminal Justice Systems of Northern Ireland and Scotland are controlled by the Northern Ireland Assembly and Scottish Parliament respectively. Despite this the UK government retains sovereignty and has the ability to legislate even in devolved areas of criminal justice (Shuttleworth & Paun, 2020).
Policing in Wales continues to see conflicting issues as a result of the devolution agenda. As an example, in England health have the power and responsibility to undertake forensic functions in criminal justice cases meaning seamless collaboration in providing services to victims of rape and sexual assault. Whilst in Wales, the obtaining of forensic samples from victims of sexual assault is not devolved under the Local Health Boards Functions (Wales) Regulations 2003 meaning that the police service have to commission this function to private contractors (Local Health Boards Functions (Wales) Regulations 2003 UK Government, 2003).
Of course, aside of the devolution argument, other research bodies considered the need to reform governance arrangements, the former Metropolitan Police Commissioner Lord Stevens was commissioned to review policing by the 2013 Labour party. His review, which consisted of matters of governance and accountability drew reference to the need to reduce the forty-three forces within England and Wales proposing an all Wales Force as one option. Somewhat controversially he also stated that new governance arrangements should see the termination of the coalition government’s introduction of Police & Crime Commissioners, introducing local Commanders to manage local authority issues in addressing the need to retain locality-based influence (Kitchin, 2014). This report and its proposals were discarded by the then Home Secretary Theresa May who in the Police Superintendents Association conference in 2015 went on to defend the new governance arrangements in England and Wales with the introduction of Police & Crime Commissioners in 2012 (Loveday, 2018).
I would argue that those who sought to prevent the move to a one force model in Scotland focused on the reduction of eight forces to one and the loss of localism as a result. There is a need to identify that this merger resulted in the creation of local Commanders who each engage their respective local authorities in development of their local policing plans. Police Scotland represented similarities to many other northern European police services during the most recent period of austerity (Fife, et al., 2013) and were bold enough to make decisions to do so, in all likelihood because it was in the Scottish Parliaments gift to do so without interference or additional bureaucracy from Westminster. 
Furthermore (Bevir, 2010) (Henry, et al., 2019) outline that governance should not influence a particular set of organisational arrangements, frameworks or actors. They outline the increasing importance of diversity within governance and consideration of globalisation, much like the argument of Houtsonen & Huotari (2019). The increased trend of serious acquisitive crime within the UK has diminished in recent years, seeing current threats move into the online space, therefore UK police are dealing with an ever increasing number of non-local victims of crime, sometimes the extent of which are international enquiries (College of Policing, 2020).
With the public perception of Police Scotland’s performance being high and therefore addressing the concerns around localism (HM Inspectorate of Constabulary In Scotland , 2020), this paper argues that the failure of Welsh Ministers to act diligently on the Silk Commission’s recommendation to devolve policing in Wales, has resulted in an opportunity lost to materialise the potential financial benefits that a one Wales force could achieve. Such a move would have also as in Scotland, provided clear and unambiguous governance structures for the betterment of policing.
Enhancing the point regarding potential financial savings, the Police and Crime Commissioner for South Wales boasts a better than average expenditure in respect of the staffing of his office. His senior leadership team consisting of the Commissioner, his deputy Commissioner, an assistant Commissioner, a Chief of Staff and Chief Finance Officer make up a salary commitment per annum more than £380,000 without on costs and expenses. His office has a remarkable thirty-seven members of staff (Police & Crime Commissioner South Wales, 2021). Consider this across the four forces and the cash efficiency savings for the public purse would be significant. 
The salaries for Welsh Chief Constables range from £146,469 in Dyfed Powys to £166,911 in South Wales. If a one Wales force was to be implemented and any additional remuneration resulting from increased responsibility placed aside, there would still be an estimated £2.2 million pound saving over five years (Police Remuneration Review Body , 2020).
The Police Service needs to operate within an ever changing and fast paced environment which is influenced by government policy changes. Society itself determines frequent change, issues of public health, employment, immigration, welfare reform and deprivation all have a significant impact on policing. This is evidenced during the current public health pandemic where the role of the police has been influenced by UK and Welsh government often causing significant impact upon public trust, confidence and legitimacy (Police UK, 2021).
Conclusion
My research highlights the importance of governance and accountability in policing but also touches upon the complexities. In governance terms the cleanest model is that of those with devolved police control such as Police Scotland, where one force is governed by one government, but local inter dependencies and recognition of community needs are adequately catered for through local area commands. National policing requirements are retained through Police Scotland’s continued commitment to the National Police Chief’s Council and the National Police Coordination Centre (National Police Coordination Centre, 2014). I have steered away from exploring the governance framework covering the national policing context as this in itself would benefit from a significant overhaul. The National Police Chief’s Council alone operate in a framework consisting of twelve Coordination Committees, each with its own significant governance structure (Collins, 2020). This additional layer of bureaucracy would in itself benefit from further academic research to establish necessity, benefits and implications. 
Policing governance in Wales is complex as a result of Welsh Governments devolved powers regarding health, education and local authorities. As with the national perspective on policing, if we were to consider the partnership governance structures in Wales this too would identify complexities and a need for significant reform. This paper argues that policing in Wales will not develop adequately and continue to improve to meet future complex demand unless the blurred lines of governance are addressed. The conflict brought about as a result of the Conservative UK Government and Labour Welsh Government just aggravates the issue, with Brexit being a recent example of tensions (Davies, 2018).
How can policing in Wales work to two masters effectively, with ambiguity between reporting frameworks and conflicting legislation, not to mention the expectations placed upon them to integrate within governance structures set up for their devolved partners. Despite being an invited member at Public Service Boards it remains the case that policing is a key leader within them (Future Generations Commissioner Wales, 2021).
My research highlights the need to move to implement a one Force for Wales model of policing, learning from the experiences of Police Scotland and indeed other nations with similar models such as that in Northern Ireland (Conway & Walsh, 2011). Such a move would provide significant efficiency savings and reduce the layers of bureaucracy implemented through the introduction of Police and Crime Commissioners. Whilst the Scottish policing model provides evidence of added value in this regard, this paper clearly demonstrates the importance of the devolution of policing to Wales to its future success (Davies, 2018).
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