
Outline Agenda for a Coalition of the Willing

Transformational Change in Governance and Strategy Across British Horseracing

When Lord Allen commenced his appointment in 2025, the 

racecourses and participants, through the RCA and 

Thoroughbred Group, had approved an independent BHA 

Board with a greater commercial remit.  While that 

collapsed in 2026, good may still surface from the debacle.  

Governance reform remains essential at the BHA, a 

fundamental review is under way at the RCA while 

restructuring of the Thoroughbred Group is long overdue. 

Will these lead to the greatest changes in racing decision-

making since the foundation of the HBLB and BHB?

What could governance reform look like?

Although not knowing the timescale for Lord Allen’s 

replacement, nor the specific role profile, a robust, 

commercially orientated chair is required, not a bureaucrat 

or politican.  Independent directors need to be appointed, 

major work stream execution strengthened, and a change 

management office created. There should be a sharper 

separation between regulation and commercial 

development of British Racing.

The Jockey Club, large independent racecourses and 

aspirational smaller ones will have much greater influence, 

within the RCA or outside that body as a stand-alone 

group.  High volume, low quality racing such as the all-

weather should be repositioned.

The Thoroughbred Group should be split up with a new 

body representing the £1bn+ per annum “investors” - 

owners,breeders and trainers - with jockeys and stable 

staff bodies realigned to the People Board.

A Coalition of the Willing could then be formed to drive 

much more ambitious strategic initiatives.

What should the priorities be for this Coalition?

Dealing with economic contraction while finding new 

sources of funding.  On our estimates we fear that by 

2028, racing will have lost £87-£135m of funds per annum 

(£47-£65m reduction in media rights revenues, fixture 

support and sponsorship;  £10-£30m in levy yield;  £30-

£50m loss of owners and breeders with 2% decline in 

horses in training per year).  Action is vital:  Project Pace to 

live up to its name, with substantial external investment 

flowing into racing; the Gambling Commission’s excesses 

reversed;  and bolder owner acquisition and breeder 

retention initiatives launched.

Fixture rationalisation and reform.  6% fixture reduction 

may occur in 2027 to reflect the declining horse population, 

but this is only a start.  There has never been a Strategy for 

British Racecourses, and it is time for one to be developed.  

Differing business models need to be fully accommodated;  

defined tiering of racecourses introduced; greater 

prominence given to genuinely world-class, elite racing;

Target Issues Options

A non-statutory 
regulator owned by 
those it regulates.  
Strong in regulation, 
weak in commercial 
competence and 
credibility.  Held back 
by its constitution.

1. Reform the BHA in 
line with Lord Allen’s 
proposals.  Change 
the voting rights.

2. Separate regulation 
from commercial 
development.

A wide range of 
differing business 
models exists.  One 
racecourse, one vote 
an anachronism in 
RCA decision-making.

1. Retain unified RCA 
with new 
governance.

2. Jockey Club, large 
independents and 
aspirational smaller 
courses break away.

Poorly resourced and 
ineffectual body ever 
since its creation.  
More reactive than 
strategic.  Struggles 
to generate traction 
across its disparate 
members.

1. Strengthen the 
current group with 
better strategic focus.

2. Scrap the Thorough-
bred Group.  Set up 
a new investor group 
of owners, breeders 
and trainers.

Date: May 2026

Communiqué 1:

Will a coalition emerge from much-needed governance reform across racing?

local fixtures and festivals strengthened;  and the role, 

scope and productivity of all-weather racing redefined.  

Prize money uplift to drive owner and breeder 

retention.  A turnaround from decline to growth will not 

happen without major additional sources of funding.  When 

that occurs, broader-based initiatives can be implemented, 

with digital and data-driven customer relationship 

management innovations accelerated.  The ownership 

experience can be redesigned to genuinely reflect 

individual owner investment.  In parallel, greater incentives 

have to be provided to protect smaller breeders.

Is all this a pipe dream?

Fundamental, innovative and progressive restructuring of 

governance and decision-making across all three 

component parts of the sport – BHA, racecourses and 

participants – is the sine qua non for strategic reform of 

British Racing.  Without that, the sport continues to paper 

over the cracks rather than cross the chasm.  It is time for 

all the key stakeholders to embrace the changes needed to 

protect, sustain and grow British Racing.  It cannot remain 

as a pipe dream.  Let’s raise our ambitions, combining “the 

art of the necessary” with “the art of the possible”.

For more detail, see our foundation report:  Racing Needs 

Transformational Change in Governance and Strategy, 

not Just Incremental Tinkering, Spring 2026.

All change across British Racing’s leadership?
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