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Strategic Management in Policing 
Policing High Speed 2
Abstract
High Speed 2 (HS2) is the largest infrastructure project currently being undertaken in Europe, involving the construction of a new high-speed railway between London Euston and Birmingham Curzon Street (Secretary of State for Transport, 2012), with operations expected to commence by 2036 (HS2, 2026). With an estimated public cost exceeding £100 billion (Davies, 2026), the programme represents a significant national investment and will create a new transport corridor requiring a bespoke safety and security solution.
As the national police force for the rail network, British Transport Police (BTP) will be responsible for policing HS2 and ensuring the safety of passengers, staff, infrastructure and railway operations. The unique nature of the railway, including its high-speed environment, new stations, operational technologies and anticipated passenger demand, means that existing policing models cannot simply be replicated. Instead, a new policing model will need to be developed, tested and refined over time.
This project will examine how an effective, proportionate, and sustainable policing model for HS2 can be designed, implemented, and maintained over the long term. The development of this model represents a strategic decision, as described by Johnson (Johnson, Scholes, & Whittington, 2008, p. 6). The introduction of HS2 represents a significant organisational challenge for British Transport Police, requiring adaptation to a changing operational environment and an expansion of policing responsibilities beyond the current rail network. This aligns with Odor’s concept of organisational change, which describes how shifts in an organisation’s external environment can necessitate fundamental changes to structures, processes, and ways of working (Odor, 2018). In this context, the expansion of BTP’s jurisdiction and policing remit has the potential to materially influence how the organisation operates, allocates resources, and delivers policing services across its network.
Consideration will be given to funding arrangements, workforce requirements, operational deployment and specialist capabilities, examples which are commonly cited in case studies (Pult & Manwani, 2013) The model will be informed by crime and incident analytics (Miah, 2023), passenger-mile data (MVA Consultancy, 2012), projected demand (Bloom, 2021) and wider intelligence products to ensure resources are aligned with risk and operational requirements.
The intention is to develop an evidence-based policing model that evolves alongside the railway's construction and introduction into service. By combining predictive demand modelling (Bloom, 2021), with British Transport Police's intelligence-led and problem-solving approach, the project will seek to identify the appropriate balance of neighbourhood, response, specialist and investigative policing functions required to support the network.
This project will also consider the unique operational challenges associated with policing what is expected to be the fastest railway in the United Kingdom, with trains capable of travelling at maximum design speed of up to 199 miles per hour (Economic Affairs Committee, 2019). The study will seek to understand the safety, regulatory, and operating frameworks (High Speed Limited, 2016) within which BTP will be required to operate, ensuring that policing capabilities align with the risks and requirements of a high-speed rail environment (Morin, 2026). Furthermore, the project will examine lessons learned from international high-speed rail networks, exploring how incidents are managed on comparable continental systems and identifying best practice in emergency response, infrastructure protection, and public safety. 
Success will be measured by the development of a policing model that delivers safety, security and public confidence from the first day of operations, whilst remaining scalable and adaptable to future growth. Key performance indicators, as highlighted by Sanchez (Sanchez & Benoit, 2010) and a benefit realisation plan (Project Management Institute, 2006) will be developed to ensure that the above objective is achieved. 
Scope of strategic proposal 
HS2 will be the largest new railway line constructed in the UK since the Channel Tunnel Rail Link (HS1) project in the late 1990s. It represents an estimated £100 billion investment by the UK Government to deliver a high‑speed rail line between London and Birmingham, with onward connectivity to the West Coast Main Line. (Secretary of State for Transport, 2012). 
British Transport Police (BTP) are currently the Department for Transport’s (DfT) designated policing provider. BTP is funded by the rail industry through Police Service Agreements, under which rail companies provide funding to the BTP Authority (Legislation.gov.uk, 2022). This funding is then allocated for operational policing through a bespoke charging model.
HS2, however, is not yet an operational railway and therefore does not currently have a Train Operating Company or a fully established operating structure, but the design will be worked through in partnership with the existing HS2 client organisation that oversees the build. The project remains in its major construction phase, with planned completion expected to span from approximately 2029 through to 2036. (HS2, 2026)
The project will include five key locations (four stations and a depot), which were originally brought into scope following an initial scoping meeting with BTP and HS2 in 2020 (Lothian, 2020) :
· London Euston
· Old Oak Common (Acton)
· Birmingham Interchange (near the National Exhibition Centre)
· Birmingham Curzon Street (city centre)
· Calvert HS2 Depot in Buckinghamshire
[image: ]
Figure 1 - HS2 Line of Route - WikiCommons
This proposal focuses on the future policing of the HS2 network, including the establishment of new policing facilities at build locations. It seeks to assess the anticipated crime threat, risks, and wider interrelated factors that will influence the policing of this unique part of the UK rail network. It will also consider the operational challenges and requirements, while taking a strategic view of the implications for BTP. This includes undertaking a cost‑benefit analysis to determine the funding required and developing an appropriate deployment model to ensure the network is effectively policed, reflecting its distinct characteristics within UK rail infrastructure.
Objectives
The objectives of this project are to develop a comprehensive British Transport Police (BTP) concept of operations for policing the future High Speed 2 (HS2) Phase 1 network. This concept will ensure alignment with the Chief Constable’s Strategic Plan for 2026 – 2029 (British Transport Police Authority , 2026), with particular emphasis on reducing police-related disruption, targeting identified hotspot locations, and preventing and disrupting offenders, including those responsible for repeat offending. 
The project aims to develop a clear and evidence-based understanding of existing BTP provision across the national rail network, identifying opportunities for a more integrated policing approach. This will include maximising the effective use of current BTP infrastructure, estate, and resources, alongside a structured assessment of the risks, mitigations, and operational opportunities associated with adopting such an approach for HS2. This is a complex undertaking, reflecting both the scale of the HS2 programme and the unique operational challenges associated with policing a high-speed railway, where line speeds of up to 180 to 199 mph exceed those typically encountered within the existing BTP operating environment.
The model must therefore be capable of managing both routine demand and high-risk incidents, including trespass, fatalities, and major disruption events, across a nationally significant piece of infrastructure. To achieve this, it will deliver an effective and timely incident response capability, underpinned by a resilient deployment model capable of meeting BTP response standards, including attendance within 20 minutes for immediate (Grade 1) incidents and within 60 minutes for priority (Grade 2) incidents (Taylor, 2017). This will require resources to be strategically located and supported by appropriate specialist capabilities, ensuring that the model contributes to the safe and efficient operation of the railway, at all times.
The proposed approach will be underpinned by intelligence-led policing, making full use of data, demand modelling, and threat, risk, and harm assessments to inform deployment decisions and operational activity. In line with the Chief Constable’s strategic direction (British Transport Police Authority , 2026), there will be a continued emphasis on prevention, early intervention, and long-term problem solving, with offender management at the centre of the policing response.
Recognising the uncertainty surrounding the delivery timelines of HS2, as highlighted in recent government announcements (Gov.uk, 2026), the model must also be scalable and flexible. It must be capable of adapting to changes in programme delivery, ensuring that policing provision is introduced at the appropriate time, remains proportionate to risk and demand, and does not incur unnecessary cost in advance of operational readiness.
The project must also identify the resources required to deliver the proposed Concept of Operations. This will be informed by detailed demand analysis, operational requirements, and the findings from the review of existing provision, ensuring that resource allocation is proportionate, sustainable, and capable of meeting both current and future needs. This will include reassessing BTP space and estate requirements across HS2 Phase 1 stations (and those within a definable reach), based on the improved understanding of operational design and resourcing. This will ensure that facilities are appropriately scaled, efficient, and aligned to the final policing model, while supporting opportunities to optimise estate usage and reduce unnecessary cost.
Finally, the project aims to ensure compliance with all legislative and regulatory requirements, including the obligation for rail operators to enter into a Police Services Agreement with the British Transport Police Authority under the British Transport Police (Police Services Agreement) Order 2004 (Legislation.gov.uk, 2022). This will form a critical foundation for the delivery of policing services across the HS2 network.
At present, it is anticipated that BTP will maintain a presence at the core HS2 locations forming Phase 1 of the network (Lothian, 2020). These include London Euston Mainline Station, Old Oak Common in West London, Calvert Depot near Aylesbury in Buckinghamshire, Birmingham Interchange in the West Midlands and Birmingham Curzon St in the City Centre. These locations will form the backbone of the proposed policing model and provide the foundation for delivering effective, integrated policing across the HS2 network.
This work can be viewed through the lens of Hailey and Balogun's (Hailey & Balogun, 2002) organisational change framework, which provides a useful structure for understanding the work required to ensure the project's success. Their approach highlights a range of constraints and enablers that must be considered throughout the life of the project, including time, scope, preservation, diversity, capability, capacity, readiness for change and organisational power. Each of these factors will need careful consideration as the project seeks to integrate seamlessly within the wider British Transport Police operating model.
The framework also encourages consideration of the type and pace of change required. Given that the full operational requirement is not expected until 2036 (Gov.uk, 2026), the programme benefits from a relatively long implementation timeframe. As such, much of the change is likely to be incremental, with gradual adaptation of structures, assets, processes and ways of working as the railway develops. However, there is also significant potential for transformational change. Policing is likely to evolve considerably over the next decade in response to technological advances, changes in demand and emerging threats. The policing model developed for HS2 therefore presents an opportunity not only to adapt existing practices but also to shape new approaches to railway policing. In this regard, the project can be viewed as an evolution of British Transport Police's operating model, designed to meet the unique challenges and opportunities presented by a new high-speed rail network.
[image: ]The below Gannt Chart provides an indication as to the timeline for this project, including work already completed (Adorkorbidji, 2026)
Initial Data Analysis 
To support the agreement between HS2 Ltd and the British Transport Police (BTP), a comprehensive study was commissioned to examine pre-pandemic crime patterns across both existing stations that will form part of the HS2 network and comparable stations where infrastructure is yet to be constructed (Bloom, 2021). This analysis drew on the operational characteristics and crime profiles of the High Speed 1 (HS1) route to understand existing threat levels, which were then extrapolated to the HS2 environment. This comparative approach enabled the development of an evidence-based model to estimate the number of officers required to respond effectively to anticipated crime trends on HS2, structuring it against station locations.
The methodology underpinning this work involved detailed data extraction from the 2019/20 financial year, representing a typical pre-COVID demand profile. This dataset included both attended and unattended incidents to provide a comprehensive view of frontline demand at Police Constable and Police Sergeant level. Data was sourced from ControlWorks (The BTP command and control platform) and extracted via Business Objects (BOXI), capturing the number of officers deployed per incident. For existing stations, actual recorded data was used, while for new locations, predicted incident volumes were derived from comparable stations and local demographic indicators, including deprivation levels.
To ensure robustness, the modelling approach incorporated two parallel analytical methods (Miah, 2023). A linear model assumed a direct relationship between incident volume and officer deployment, using Excel-based outputs to calculate predicted officer requirements for each station and phase. This model produced a confidence level of 97.8%. 
[image: ]
Figure 2 - Linear Model - Miah
A more advanced multi-linear regression model was also applied, introducing additional variables such as demographic factors and deprivation scores at Lower Super Output Area (LSOA) level. This model utilised MapInfo and Python to map incidents to postcode areas and achieved a confidence level of 89.9%. Together, these models provided a high degree of assurance in the projected resourcing requirements, whilst allowing a critical analysis to ensure that one model had not provided perverse results and indeed produced comparable results.
In addition to station-based demand, a separate “on the line” modelling approach was used to assess disruption-related incidents along the route. Using HS1 as a comparator, incident data was mapped across the line of route and scaled proportionally to reflect the length of the HS2 network. 
[image: ]
Figure 3 - On the Line Data – Miah

Further analysis was conducted using a Threat, Risk, and Harm (TRH) scoring methodology. Crime data within 22km and 50km radii of both existing and proposed depot locations was analysed to assess not just crime volume, but its relative impact. TRH scores were derived by combining BTP threat assessments, incident frequency, and the Cambridge Harm Index. This enabled a more nuanced understanding of risk, demonstrating that lower crime volumes can still present higher harm levels, thereby influencing the suitability of depot locations and resource allocation (Miah, 2023). 
Critically, the original scoping work was undertaken in 2021 and included elements of the HS2 route that are no longer progressing. It also relied on long-range assumptions derived from existing stations and historic datasets. Given the extended timeframe of the programme, these methodologies have inherent limitations and are likely to reflect only the conditions and demand profile present at the time the analysis was conducted. This project therefore seeks to undertake further, updated data analysis in 2026 to reflect the revised scope. This updated analysis will account for the changing demand picture, including an assumed increase of approximately 10% over the intervening period. It will also reassess the previously identified footfall and passenger-related metrics to determine whether these changes have had a positive or negative impact on crime levels. The findings will inform a revised assessment of policing requirements, specifically identifying the number of officers needed to effectively police the updated HS2 route.
Financial and budgeting proposal
A key risk within this proposal relates to the fundamental difference between the British Transport Police (BTP) funding model and that of Home Office forces. BTP is funded through Police Service Agreements with the rail industry, whereby the British Transport Police Authority (BTPA) levies an annual charge on operators to enable the provision of policing. In the case of HS2, as highlighted in the most recent parliamentary submission (Davies, 2026), the full operational testing phase may not commence until 2033. By this point, under current legislation, HS2 Ltd will be required to engage with BTP to ensure appropriate policing arrangements are in place. However, it is likely that a conventional funding model may not fully apply during the period between 2033 and 2036.
The existing BTP funding model is based on metrics such as passenger footfall and passenger kilometres travelled (HMIC, 2014). These metrics are used to calculate the financial contribution required from each transport operator. However, this presents a challenge for HS2, as these data inputs will not be available until the railway is operational. As such, the model is inherently retrospective and unsuitable for forecasting costs in advance of service commencement. The below table [image: ]demonstrates the limitations of available data an (6 trains per hour and passengers per hour) 


(MVA Consultancy, 2012)
To address this challenge, a bespoke methodology will be required to estimate the funding needed to support policing across the HS2 programme. Rather than relying on traditional funding models, the project will adopt a unit-cost approach informed by the workforce and demand analysis outlined above. On this basis, a mid-range assumption of 3.5% annual growth has been adopted for modelling purposes. The 3.5% growth assumption reflects a balanced midpoint between the current 4.2% police pay award (Leigh, 2025) and the 2.8% Consumer Price Index (Office for National Statistics (ONS), 2026) This provides a reasonable basis for forecasting future workforce costs; however, given the long-term nature of the project, these assumptions should be reviewed regularly to reflect changes in economic conditions, pay settlements, and inflationary pressures.
The unit cost per officer incorporates the full range of expenditure associated with delivering policing services, including direct salary costs, overtime and allowances, training, equipment, supplies and services, uniform, travel, and the associated corporate and operational overheads required to support frontline delivery.
In addition to ongoing revenue costs, a significant level of initial capital investment will be required to establish an effective policing capability across the HS2 environment. This will include the infrastructure, technology, accommodation, and operational assets necessary to support policing activity throughout the construction, testing, and operational phases of the programme. Given the long-term nature of the project, it is not anticipated that these capital costs will be fully recoverable during the early stages of implementation, requiring a funding model that recognises both the scale and duration of the investment needed to deliver a sustainable policing capability.
The proposal will look to use the existing cost per head model used by the British Transport Police Authority for enhance police service agreements (EPSA) (British Transport Police Authority, 2012), which will enable the development of an indicative financial profile. This approach will provide the rail industry with a clearer understanding of potential long-term and current costs over time, supporting financial planning and ensuring preparedness for the implementation of HS2 policing requirements, whilst aligning with the BTPA’s own financial rules and economic modelling. 
Analysis of options identified in the proposal
One of the key challenges within this proposal is that previous work focused primarily on police officer resourcing as a largely agnostic function. It assumed a standard command structure, comprising constables, sergeants, inspectors, and chief inspectors, based on the established operating model of BTP.
However, it is recognised that effective policing extends beyond this core structure and requires a broader policing “family” of capabilities. This includes Police Community Support Officers (PCSOs), police staff, Criminal Investigation Department (CID) resources, and other specialist functions that are essential to delivering a comprehensive service to the rail industry.
The original concept developed in 2021 (Lothian, 2020) outlined two potential models:
· Option 1: A frontline-focused model comprising police constables, sergeants, inspectors, and a chief inspector to cover the route.
· Option 2: A more comprehensive model incorporating the above, alongside PCSOs, CID officers, police staff, and special constables to support wider policing demands.
At the time, no decision was made between these models, primarily due to a significant funding gap, up to £6 million, between the two approaches. 
This proposal therefore seeks to further develop and refine these options, providing greater clarity on how a blended or enhanced model could operate. It will also explore how this broader capability can be effectively integrated with the core policing model for HS2, ensuring an appropriate balance between cost, capability, and operational effectiveness. This will include an assessment of the various policing models and team structures that could be deployed along the line of route. Consideration will be given to existing response policing teams, Neighbourhood Policing Teams, and specialist railway policing resources that are capable of operating within the high-speed rail environment and responding effectively to incidents and emergencies.
The proposal will seek to identify the most appropriate mix of resources, developing team sizes, capabilities and specialist skills over time to create a bespoke policing model tailored to the unique operational demands of HS2. This approach will ensure that policing arrangements evolve alongside the railway, providing a scalable and sustainable solution that meets the requirements of both the construction phase and future operational network.


Methodology
Once the initial policing concept of operations is agreed (i.e. number of officers, locations and types of teams, the project will examine the interrelationship between the phased handover of HS2 assets, including stations, depots, and the wider estate, and the development of the policing capability required to support them. This will encompass key organisational enablers such as workforce recruitment and training, IT systems, facilities, governance arrangements, and operational resources, all of which must be aligned to deliver a coherent, effective, and sustainable policing model. The project will also consider the longevity of that model, recognising that the testing and commissioning phases could span several years before passenger services commence. During this period, policing requirements will evolve significantly, from protecting critical infrastructure and construction assets, such as fencing, signalling equipment, and overhead line systems, to policing complex operational environments, including major stations and retail-led passenger hubs. Ultimately, BTP must be capable of providing proportionate and effective policing throughout the asset lifecycle, from construction and testing through to full passenger operations, safeguarding public assets, protecting critical infrastructure, maintaining public confidence, and ensuring operational readiness as HS2 transitions into a fully functioning railway.
Another consideration is the planned transfer of policing responsibility from local Home Office forces to British Transport Police (BTP), recognising BTP's specialist expertise in railway policing and its status as the preferred policing provider within the rail sector.
HS2 introduces rail infrastructure that is unique within the UK in terms of its design, train speeds, and route protection requirements. The operating environment presents several distinct challenges. While BTP officers are trained in track safety, the anticipated line speeds, approaching 300 km/h, creating unprecedented risks. Current training and safety standards do not permit officers to work trackside under these conditions, even in emergency situations. As a result, the project must develop enhanced safety protocols, specialist training, and appropriate safeguards to enable effective emergency intervention where required. This includes consideration of derailments, fatalities, and other complex incidents that may arise at speeds approaching 300 km/h.
The project will draw upon existing experience within the UK, particularly from High Speed 1 (HS1) between London St Pancras and the Channel Tunnel, which remains the closest domestic example of a high-speed rail environment, albeit at lower operational complexity. In addition, it will incorporate learning from international counterparts where trains routinely operate at comparable speeds, including policing models and operational practices in France, Belgium, Spain, and Germany. (Morin, 2026). A key focus will be understanding how these international policing bodies manage high-speed rail incidents, including emergency response, scene management, forensic investigation, and multi-agency coordination. This comparative and critical analysis will help inform the development of an appropriate and proportionate response model for HS2.
The proposal will also assess the requirements for safe systems of work in this environment. This includes determining whether amendments to existing Rule Book provisions, safety standards, or operational guidance are necessary to ensure that officers can operate safely and effectively in and around high-speed rail infrastructure. While BTP officers are trained in track safety, the anticipated line speeds, approaching 300 km/h, create unprecedented risks. Current training and safety standards do not permit officers to work trackside under these conditions, even in emergency situations. (Motum, 2025). As a result, the project must develop enhanced safety protocols, specialist training, and appropriate safeguards to enable effective emergency intervention where required, including Home Office forces, ambulance and fire services, and specialist investigative units.
The project must also consider the wider network impact, particularly the interrelationship with existing routes such as the West Coast Main Line and where capacity is released (Steer Davies Gleave, 2017). Changes to service patterns on these lines may influence crime levels and demand for policing, requiring a coordinated and adaptable approach across the rail network for both passengers (Jones, 2021) and freight (Logisitics UK , 2020)
Proposed implementation of the strategic proposal
The delivery of HS2 infrastructure is subject to ongoing political and funding uncertainty. For example, it is anticipated that the Euston section of the route may be delivered at least three years later than other parts of the line. (Gayne, 2023) This phased and potentially disrupted delivery schedule will require elements of the policing model to be implemented out of sequence. It also necessitates a flexible approach to timelines, particularly in relation to route protection and the policing of stations that may be physically complete but not yet operational.
A further consideration is the longevity and sustainability of the policing model. It is expected that testing and implementation phases could last up to three years before passenger services begin. During this period, the policing focus will evolve, from protecting infrastructure during construction (such as fencing, overhead line equipment, and other vulnerable assets) to managing operational environments, including busy stations and retail-led passenger hubs.
The project will need to adopt an evaluation methodology capable of assessing the suitability of the proposed policing model within the organisational context of BTP. This assessment should consider the acceptability of the model to key stakeholders, ensuring that meaningful engagement and dialogue are maintained throughout the project lifecycle. In addition, the methodology must examine the feasibility of implementation, including BTP's capacity to absorb the transition alongside competing financial pressures, workforce demands, and long-term recruitment challenges. Finally, the project should identify and monitor key policing and organisational performance indicators post-implementation, providing an evidence-based assessment of whether the intended operational, financial, and strategic outcomes have been realised.
Given the interdependent nature of this project and the close relationship between HS2 Ltd, British Transport Police (BTP), and the British Transport Police Authority (BTPA), an effective stakeholder engagement and communication strategy will be critical to successful delivery. This should include regular engagement with key stakeholders and the establishment of a dedicated implementation board, chaired by a Senior Responsible Officer (SRO), to provide strategic oversight, maintain momentum, and ensure effective decision-making throughout the programme lifecycle. The board should bring together representatives from industry partners, security stakeholders, HS2 Ltd, the BTPA, and relevant internal BTP departments to ensure that risks, dependencies, and implementation challenges are identified and managed collectively.
Internal communication will be equally important. As the project develops, officers and staff will need a clear understanding of the opportunities, challenges, and organisational implications associated with the introduction of the HS2 network. Continuous engagement will help identify operational concerns, build organisational readiness, and capture frontline insight, particularly in relation to emerging demand, crime displacement, workforce requirements, and the evolving policing responsibilities associated with a new high-speed railway. Maintaining this dialogue throughout the implementation phase will be essential to securing organisational buy-in and ensuring that the policing model remains aligned to both stakeholder expectations and operational realities.
Recommendations and conclusions
Ultimately, the outcome of this project is to develop a robust policing model, including a clearly defined structure and operational framework, that enables the British Transport Police (BTP) to work in partnership with HS2. The aim is to deliver a model that is both cost-effective and operationally efficient, capable of meeting the needs of passengers, staff, and the wider public through effective responses to crime and incidents across the HS2 network.
This proposal will align closely with existing BTP assets and capabilities, ensuring integration with the wider strategic policing approach across the route between London and the West Midlands. It will focus on maintaining a safe and secure working environment for officers and staff, protecting critical infrastructure, and ensuring appropriate visibility and policing presence at key locations along the route.
In addition, the project is intended to provide a long-term strategic plan. This will assess organisational requirements for BTP and the British Transport Police Authority (BTPA) funding model at all stages of the HS2 lifecycle, prior to operation, during implementation, and throughout the operational lifespan of the railway.
By doing so, the proposal will support the development of a sustainable and adaptable policing model that can evolve alongside HS2, ensuring both operational resilience and financial transparency over time. A measure of success will be the implementation of a policing model that supports the continued construction of the project while protecting critical assets throughout the build phase. This solution must align with the phased opening of the HS2 network, ensuring that effective policing arrangements are in place from day one of operations and are capable of protecting, serving and supporting the railway as it becomes operational. 
Finally, it is in British Transport Police’s interests to deliver an effective policing model that strengthens confidence in its specialist railway policing capability and reinforces its position as the preferred policing provider for the rail industry. Given the political scrutiny surrounding HS2, failure to do so could adversely affect the reputation of both BTP and HS2 Ltd. This proposal recommends the adoption of an enhanced policing model, supported by a unit-cost funding methodology and overseen by a suitably trained and empowered Senior Responsible Officer (SRO), providing an effective balance between operational capability, financial sustainability, and long-term organisational resilience.
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