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Timely delivery of departing baggage
Airline response to HAL’s proposal that this be a 
reputational measure
25th April 2022
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As a point of principle, HAL should be financially incentivised for 
Timely Delivery of departing baggage

It is appropriate and entirely reasonable that this is a financial incentive:

• The airlines have funded billions of pounds of investment in baggage systems over the last few years and the 
product provided by these systems should fulfil its purpose: to accept, process and deliver bags to airlines 
for us to load onto our aircraft
– The performance of these high value systems should be held to account from a financial perspective

• In consumers’ eyes and from a legal perspective, airlines are responsible for bags which miss flights; we 
incur a significant cost when this happens (IATA average: EUR70 – EUR100 per bag); in effect, airlines are 
already financially incentivised for our operation (!)

• Once our agent puts a bag in the system, we have no control over its system journey and delivery, but rely 
completely on HAL

• Therefore, If a failure of, or inadequacy in HAL’s systems causes a bag not to make it through the system, HAL 
should be subject to a rebate; note that this would be nowhere near the level of the cost incurred by airlines 
for being unable to fly the bag with the consumer
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The fact that the operating cost for baggage systems is an ORC should 
not negate the case for a financial incentive

• HAL continue to be handsomely rewarded through the aero charges for the previous and 
ongoing capital investment in baggage systems

• ORCs are established as cost pass-through mechanisms where airlines have little ability to 
control service standards

• There are already financial incentives in place for other service aspects which are charged via 
ORCs, for example PCA and FEGP

• The current situation is perverse in that if HAL’s system fails to deliver a bag which 
subsequently misses its flight, the airline still pays HAL to cover the cost of the operation, 
whilst simultaneously incurring the cost for repatriating the bag
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It is reasonable to agree some exclusions from the measure, but any 
perceived difficultly in capturing these should not negate the overall case

• HAL has done a great deal of work to suggest the exclusions which should be made and the 
difficulties in capturing them, but this work has been done to rationalise why the measure 
should not be financially incentivised, rather than consider positively how exclusions can be 
agreed and captured to make the measure work

• Note that HAL’s initial view was that “there are a few instances where elements outside 
Heathrow’s control may impact a bag’s timely delivery (e.g. bags having to recirculate because 
the output has not been kept clear by the handler) in which case the timestamp for delivery is 
adjusted accordingly, or excluded as appropriate (e.g. being input too late).”**

• The airline community believes that we can continue to work with HAL to agree the list of 
reasonable exceptions, and assist with implementing the necessary approaches to capture them

**Source: OBR work in progress, joint response update, 13/8/21
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HAL’s presented concerns about the impact of the need to capture and agree 
exceptions can be reasonably refuted

HAL presented two primary concerns:

1. For some exclusions, prioritising a financial Timely Delivery measure adds some cost
– Some costs are inevitable to build a robust measurement process, but these are necessary to 

make the measure effective; any new measures would likely incur set-up costs

2. For others, prioritising a financial Timely Delivery measure may not fully align with the End to 
End MCR outcome
– Any necessary changes in behaviour would be broadly straightforward, but entirely a positive 

improvement to operational management processes and can only benefit consumer outcomes

– It seems incongruous that the need to increase focus on the system elements totally within 
HAL’s control might detract from the end-to-end outcome
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Introduction to detailed response

As stated on the previous slides, the airline community regard it a point of 
principle that this measure be financially incentivised.

However, we have anyway taken the time over the next few slides to offer 
responses to HAL’s presented detailed concerns about exclusions, gathered from 
conversations with airline operational baggage experts.
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Extra burden on OOG

• A proportion of bag jams are attributable to the 
system itself, clearly a key aspect upon which the 
measure should drive focus

• We challenge that the number incidents caused 
by non-compliant bags is actually very small

• The consumer should be perfectly entitled to 
transport non-prohibited items, even if they are 
technically non-compliant due to the 
requirements of the core baggage system
– This is the very purpose for which the OOG process 

exists

• The airline community is keen to continue to 
work with HAL to improve bag compliance and 
the process to handle non-compliant bags
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Bag-jam clearance takes longer

• It is right and proper that the MIT are instructed 
to clear jammed bags as soon as possible

• But equally, it is worrying if bag jams are currently 
being cleared without taking note of the root 
cause, because this flies in the face of continuous 
improvement

• Given easy availability of technology (e.g. camera 
phones), it would be relatively straightforward for 
MIT staff to capture required evidence, with little 
impact on bag jam resolution time

• This additional time taken would anyway provide 
valuable information for the benefit of all parties

• The implementation of a financial incentive would 
of course maintain HAL’s focus on clearing jams as 
soon as possible
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Re-routing from changes mid-build

• Flexibility is an essential part of baggage operations; 
if the baggage system can’t cope with a reasonable 
number of mid-build changes, it is not fit for purpose 

• A good example of this required flexibility from T3IB: 
the batch build window is set for 100 mins in the 
plan, but once all product from the EBS has been 
called, the airline may want to switch to in-time build 
earlier than planned, to improve operational 
efficiency and improving the likelihood of the right 
consumer outcome

• In T3 [VS] and T2 (Menzies), very few changes are 
requested in normal operations; the handlers work 
constantly and closely with the MUP planner so that 
few changes are necessary

• We are very happy to work with HAL to monitor the 
number of, and reason for changes, and their impact
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Lane fulls and congestion

• We accept that in the current circumstances, we are seeing 
more backlogs that normal, due to lack of resources

• In normal operations, the number of backlogs is small; note 
however that they are sometimes inevitable

• Note that a ‘lane full’ could be due to a lack of MUP/lateral 
capacity (i.e. the system is too small for the operations which 
HAL are scheduling); for example, LH report that they 
sometimes do not get enough MUPs to meet operational 
needs; this can inhibit the handler’s ability to empty chutes in 
sufficient time

• The T3/T5 system already provides the insight necessary to 
register the need for an exception

• The lack of ability to provide this information for T2/T4 is 
frustrating and illustrates the inadequacy of the ageing 
systems; the requirement will presumably be addressed by 
future system improvements/replacements
– We are happy to work with HAL to agree a reasonable approach 

to exclusions for these terminals
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Bag Store overloaded by repeat requests for small batches

• Even if ‘repeat requests for small batches 
are not recommended’, this is the 
operational reality in T3

• Airlines/handlers don’t do this to be 
difficult, but to ensure efficient baggage 
delivery and achievement of the 
consumer outcome

• The system therefore needs to 
accommodate this required flexibility

• We are happy to work with HAL to 
monitor operational behaviours and strive 
for improvement where possible
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Undue compression hindering store release

• BA is surprised that this concern has been 
raised, because they have for a long time 
worked collaboratively with HAL on DDB 
to make improvements to T5 operations 
and this has not been flagged

• There is no appetite whatsoever to 
relinquish T5 lateral planning to a third 
part; the current collaborative approach 
seems to work well

• Also note that build compression is a 
standard part of the operational 
requirement; this was ‘sold’ to airlines as 
the way to increase system capacity
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Batches of poor tags overwhelm Manual Coding

• Manual Coding is an unfortunate but 
essential part of standard baggage 
operations and any baggage system 
should be able to facilitate this

• This is not thought to be a significant 
issue; airline figures on the prevalence of 
such bags are being sought

• There should be sufficient resilience in the 
system to allow for a reasonable 
proportion of bags going to Manual 
Coding and mitigating the impact on other 
bags
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Bag messages not received

• The airline community is comfortable 
that bags without BSMs should be 
excluded from the measure
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Skewed input overloads DCV system

• BA teams are encouraged to enter bags 
into the baggage systems at the nearest 
input points

• There are occasions where this doesn’t 
happen but no significant issues for the 
DCVs have been noted 

• We would expect the baggage system to 
be able to cope with these changes
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Flexibility (e.g. early check-in)

• In response to the example about LH early 
check-in, this is only requested on c.30 
days per year, the sole reason being to 
assist with operational efficiency and 
improve consumer outcomes

• Surely HAL’s system maintenance regime 
can be planned so that these requests can 
be accommodated?

• Aside from this and the examples 
mentioned in earlier slides, what other 
types of flexibility might be reduced?


