
Appointing the Right Chair for the BHA

Transformational Change in Governance and Strategy across British Racing

The context:  what the incoming Chair inherits

Online racing turnover has fallen from £10bn in 2021-22 to 

£7.88bn – a collapse of over £2bn in three years.  Visits to 

unlicenced betting operators have risen 522% over the 

same period.  The foal crop is forecast to contract by 25% 

by end 2026.  40% of races in 2025 had seven or fewer 

runners.  Less than 20% of racing’s audience is under 35.  

Our modelling of economic contraction by 2028 stands at 

£87-£135m annually.  These depressing figures are the 

consequence of a decade of governance failure and 

strategic inertia.  They define the commercial landscape 

the incoming Chair will enter. 

Lord Allen’s departure, and what is now demanded

Lord Allen resigned in Q1, 2026 after a tenure of months 

not years.  His departure was triggered by the blocking of 

his central governance reform – the establishment of a 

genuinely independent executive board – a poorly timed 

dispute over media rights apportionment and an increasing 

awareness that while his CV was top class he lacked the 

deep insight required of the structural conflicts, enduring 

concentration of racecourse power over fixtures and prize-

money, and persistent failure of British racing’s 

stakeholders to align behind bold and radical strategies.

The next Chair needs to understand precisely what 

happened, why Allen quit and not be deterred but 

galvanised by it.  Personal robustness is required to hold a 

governance position under the same commercial pressure 

that removed a predecessor.  That calls for negotiating skill 

and coalition-building capability that advances reform 

through a structure that has proved it will resist all essential 

changes, and it demands someone with sufficient 

knowledge of British racing that they can hit the ground 

running on day one rather than ease themselves into the 

role while learning on the job.

The structural paradox

The BHA is owned by the Racecourse Association (50%), 

the Racehorse Owners Association, the Thoroughbred 

Breeders Association and the National Trainers Federation 

– the bodies it is constitutionally required to regulate.  The 

regulated own the regulator.  This is the defining structural 

and governance paradox of British racing.  The Chair leads 

an institution with regulatory authority but no commercial 

power:  it cannot impose changes to fixtures, prize-money 

or media rights structures and any attempt to do so 

unliaterally could be legally challenged and defeated.  

Strong enough to be blamed:  too weak to command.  The 

incoming Chair cannot dissolve this structure but needs to 

refuse to accept its logic, while building the conditions 

within which genuine reform becomes possible through a 

coalition of those in the sport who are prepared to act.  

Encouragingly, the ongoing governance review by the 
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What qualities are needed to deal with British racing’s structural paradox?

Racecourse Association and the strength of feeling about 

the need for decision-making reform indicate that such a 

coalition may well be achievable. 

What the Chair must deliver

There are five critical priorities:

1. Governance reform:  reaffirm and advance Lord 

Allen’s independent executive board structure.  Build 

the coalition required for change to proceed.  Treat 

organised resistance as a governance failure, not a 

negotiating position.  

2. Coalition building:  apply the “coalition of the willing” 

model.  Acknowledge that 100% stakeholder unity is 

not a prerequisite for progress.  Confirm the critical 

priorities with a targeted manifesto for change, publicly 

supported by coalition members.

3. Board development:  recruit independent directors 

against the commercial and technical capability gaps 

currently absent from BHA governance.  

4. Financial delivery:  advance a transformational 

capital strategy targeting £500m-£1bn of third-party 

investment.  Progress a racing-owned betting platform 

from aspirational concept to deliverable proposition.  

At ministerial level, lead the levy reform case while 

pursuing mitigation of the circumstances driving black 

market gambling.

5. Commercial transformation:  establish a change 

management office with private sector leadership 

reporting directly to the CEO of the BHA.  Assign 

independent directors to sponsor priority work streams 

covering external capital, betting participation, 

ownership economics and customer engagement.

The primary task:  change the governance and 

decision-making of British racing

British racing does not need another competent regulator 

or administrator.  It needs a commercial leader of the first 

order who can see the racing ecosystem clearly, target its 

problems directly and drive structural reform with the 

energy and credibility the moment demands.  The Racing 

Innovation Group’s analysis is unambiguous:  governance 

is not a background condition that a talented individual can 

manage around, it is the primary constraint on the sport’s 

ability to implement any major strategy, access significant 

third-party capital, innovate within a rapidly changing digital 

and technological environment while responding to external 

threats with speed and coherence.  The incoming chair has 

one primary task – to begin changing it – and every other 

element of the role follows from that.  The trajectory of 

irreversible decline is not inevitable.  It is the outcome of 

inaction and inadequate leadership sustained across too
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long a period.  It can be interrupted, but only by the right 

appointment, given the right mandate, at the right moment. 

The essential vs. desirable experience profile is highlighted
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below, together with a number of the necessary personal 

qualities that will lead to Lord Allen’s replacement being a 

real success.

Transformational Change in Governance and Strategy across British Racing

Experience Required to be a High-Performing Chair of the BHA Priority

Essential

Essential

Essential

Essential

Essential

Essential

Essential

Desirable

Desirable

Desirable

1.  Commercial transformation leadership in a complex, multi-stakeholder organisation 

under financial pressure, with limited formal authority and actively resisted consensus.  The 

candidate to cite specific outcomes delivered in comparable conditions.

2.  Board chairing in a regulated environment with evidence of independent regulatory 

judgement sustained under commercial pressure, including scrutiny of major programmes 

and appointment of independent directors against capability criteria.

3.  Stakeholder navigation in a contested environment where principal parties are 

commercial rivals with divergent interests – institutional independence maintained while 

building productive relationships across constituencies that actively resist consensus.

4.  Negotiating and senior influencing where authority is persuasive rather than formal.  

Evidence of brokering agreement from positions of active conflict between commercially 

motivated parties.

5.  Change programme oversight to completion in environments with fragmented 

accountability and veto culture.  Candidates to cite specific programmes sponsored or 

chaired through to successful delivery.

6.  Media-facing communication under pressure on contested and reputationally 

sensitive subjects.  The ability to defend complex decisions in public without evasion or 

corporate language.

7.  Active knowledge of, and genuine interest in, horseracing – its structure, 

economics, participants and culture.

8.  Government and regulatory engagement at a senior level with major departments or 

independent regulators.

9.  Capital raising and investment structuring with institutional investors, private equity 

or sovereign wealth funds.

10.  Betting and gaming market knowledge including the Gambling Commission’s 

regulatory mandate, Gambling Act reform and the levy system.

Personal Qualities Required to be a High-Performing Chair of the BHA

a)  Capacity to operate within British racing’s structural paradox:  to lead with genuine authority in a structure 

designed, in practice, to constrain it – and to hold firm without becoming rigid. 

b)  Psychological robustness under considerable pressure:  the ability to sustain a governance position when 

the sport’s most powerful commercial interests push back, as they will and have done.

c)  Systemic thinking:  holding the betting market, economic model, regulatory framework and political 

environment simultaneously in view and understanding how changes in one ripple through the others.

d)  Willingness to name the real problem:  honest strategic diagnosis in the face of vested interests.  A decade 

of well-intentioned initiatives have failed because no leader was willing to state plainly what was blocking them.
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