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X Factor final. These sorts of events
create a huge buzz around Gatwick,
which suggest that the airport is more
fun than others - and that's what we've
got to try to do.”

The day before our interview, filming for
the popular television series 'Britain's
next top model' took place at Gatwick,
giving priceless exposure to the airport
and the company's desired positioning.

The branding work is still under wraps,
but Luddy promises "a much more
relaxed feel compared with BAA
Heathrow — much less like a corporate
brand and much more a consumer
brand".

"The idea is to position Gatwick
differently and just say this is a better
and more enjoyable experience,” he
continues. "It will talk of Gatwick as
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‘your London airport’. What we're trying
to say is that while Heathrow may be
the international airport in London,
Gatwick is your airport - this is an
airport where you can get better
service, it's more personal, and it's less
hassle to find your way around.

"To do that we're completely changing the
wayfinding through the building to make
it easier; we're getting rid of the clutter
and making it simple so you just come in,
check in, get through security straight
away and you're into a nice environment
before you get on your plane.”

How different is this challenge to the one
at St Pancras? Luddy played a crucial
role in creating St Pancras International
as a destination in its own right.

"It is very different - St Pancras was
trying to create an entirely new model

for stations,” he replies. Luddy is highly
critical of the general standard of retail
and catering at London rail stations,
saying that most do "a very lazy job".
F&B partners, for example, are “screwed
to the table”, which means the quality,
service and environment all suffer.

Luddy recalls how the transformation of
St Pancras was about "absolute attention
to detail”, even bringing in sharpshooters
and hawks to help eradicate the pigeon
problem. “If you're sitting with
Champagne and a pigeon craps in your
glass you'll never come back.

"At St Pancras we went into huge
amounts of detail trying to understand
the customer base - not just the socio-
economic grouping but also through
mosaic profiling. We identified the top
ten passenger groups under mosaic
profiling, then mapped them against the
brands they like to shop.

"With catering, for example, we
discovered they were much more likely
to opt for eating-out brands as opposed
to fast food. So our Champagne bar,
gastro pub and Carluccio's were born.
That's the sort of detailed profiling we
need to do here - to absolutely drill
underneath; to find out who these
people are, what they like to do with
their time, what's going to turn them on
- rather than simply looking at them as
a profile group in the broader sense.

"So the masterplanning work starts off
with creating the insight that makes us
understand the difference between a BA
passenger to the Maldives and a
Thomson passenger to Majorca, and then
deciding how we can tailor the offer.”
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Returning to the issue of commercial
contracts, Luddy notes: "Unless the
contract allows the retailer to make
money and us to make money, it's an
uneven partnership and we're always
going to have to manage that contract.”

And the consumer suffers as well?
“Exactly.”

In words that perhaps should be writ
large at the next Trinity Forum, Luddy
says: “If you nail a retailer's head, feet
and hands to the table, they haven't got
room to be what they are good at. We're
airport operators; they're the retailers.
Allow them to do what they're good at.

"Fundamentally we want to relook at the
way we contract with our retailers — even
to the point that the standard form of
contract BAA has is very, very big. It's a
book. How are you then supposed to
operate that contract? If it becomes so big
that people are simply focusing on every
single page, then the consumer suffers.”

Luddy recalls how he targeted a high-
quality caterer at St Pancras, who was
only prepared to pay 18% of turnover
compared with the 22% Luddy could
have got from other players.

"My belief was they could generate
much higher turnover because the
quality was so good,” he recalls, pointing
out that the upside was duly delivered
to the rail company.

"Tt has to be a calculated risk, but if
you're going to deliver the right brand to
the consumer it doesn't necessarily
mean you can screw them for margin to
such an extent,” he says.

Gibney chips in: “You don't bank the
margin, you bank the Pound notes. If
you get the right product there's a great
opportunity.”

Is Luddy willing to adopt such a bold

approach at Gatwick? "Absolutely,” he says.

And does he have his own shopping list
of brands and concepts he would like to
attract to the airport?

"I have some ideas, yes. There are some
great brands around - just wander
around Bluewater [an out-of-town
shopping centre in Kent, outside London
-Ed], for example. I love the way they
run that mall. They're always looking to
innovate and to bring in different brands
and allow the retailer to retail.

"They also have a very strict approach
on operational management, which is
something we're now applying. We are
reorganising the business here, and the
first thing we are going to do is bring in
our retail operational teams earlier in
the day. Instead of them coming in at
8.30 and leaving at 5.00 we're going to
have them here from 5.00 in the
morning till late at night, because most
of our passengers come through
between 5.00 and 9.00.

T want our guys out here on their feet
helping the retailers with information,
being proactive in their management,
checking that retailers have the right
number of tills open and so on.
Bluewater checks every single store at
the start of every day, and we need to
take the same approach.”

Luddy is also reorganising the
commercial team, bringing in further
management and restructuring existing
roles.

"We've proposed a new structure, which
instead of having a retail team, a
property team, an airline business
development team and a marketing
team, creates just one commercial team
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split into business development,
operations and husiness performance.

“The business development team is all
about ensuring we have a strategy and
making sure we deliver to that strategy
- and how we manage our retailers at a
senior level. Qur operations guys are
focused on the day to day and the
business performance team is feeding
the other two teams all the information
they need - ranging from passenger
insight to good analysis and intelligence,
health and safety information and so on.”

Walkthrough duty free?

Luddy now oversees a duty free operation
(World Duty Free) that was historically a

subsidiary of Gatwick's former owner.
Does he see an incremental upside to
the way that company, now a
concessionaire, operates?

"“Yes, I think so. We've inherited a very
long contract because of the sale of

World Duty Free [to Autogrill -Ed]. But
our relationship with World Duty Free is
strong, and I think we have the
opportunity to be innovative here. There
is a different type of passenger at
Gatwick to some of their other airports.

“"Again, though, you have a contract there
with 44 categories - if you put it on this
table, the table would collapse. Sometimes
you just have to put that to one side and
say 'Let’s focus on the business."”

Luddy is hopeful that the South Terminal
central security project will lead to the
development of a World Duty Free
walkthrough store, which would be a
tremendous fillip for the business.

What's it like to be working at Gatwick,
not only post-BAA but actually up
against them?

"It's a huge challenge,” Luddy replies,
“developing the business, and making

sure the retail and car parking is right.
Every bit of the business is being tested
at the moment. GIP is a very interesting
group; the Board is made up of people
from all over the world. We even have
an astronaut on the Board - a former
shuttle astronaut (ex-Bechtel).

T knew when I came into this business
that we were going to be sold. So a lot
of our opportunities to develop our
commercial strategy were shoved in the
bottom drawer waiting for the sale to
happen, so that we could deliver upside
for GIP.

"Now it's absolutely critical that we hit
the numbers, particularly for those first
three years. I totally believe that if we
sort out our processes - of which
number one is to deliver the passenger
with time to shop and eat through to
airside - and then if we get the
portfolio, space and presentation right,
we'll get the upside we need.” Bl




