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Introduction

			Why is Baghdad Business School being re-edited in 2014? It is not that we need another book about Iraq. The conflict and attempted reconstruction have already produced suffocating media coverage. The political intensity has charged it all with a wearying combativeness. It has become numbing and feels increasingly stale. And the effect has been to drive us towards indifference about the detail of its human dimension.

			The value of Baghdad Business School lies in this freshness, both its concern with the micro rather than the macro and its unique perspective on post-war Iraq. Heyrick is not a journalist, politician, aid worker or soldier (any more). He is a businessman and has a voice and an interest in the country that we haven’t yet heard. His experiences were not about policy or politics. They were about the mundane and maddening frustrations of trying to set up a business in a country undergoing the trauma of post-totalitarianism: none of the agendas that underlie everything else we have seen or read or heard to date. His worries were inevitably about security but they were also about air-conditioning units, finding people to work for him, how to get a drink and the etiquette of ten-pin bowling. He had employees to motivate and a civilian job to do. And, most importantly, he interacted with Iraqis not as an occupier or liberator but as the boss of a big postal company.

			There lies yet more immense value to Heyrick’s story. Turning his story around and reflecting it upon the more conventional business experience, produces a joyful antidote to the epic pretension of most management theorising. No flow charts, two-by-two matrices, or clever financial models. This was just getting the job done without the luxury of time to pontificate or wallow in vacuous meetings. It was no-frills business, the Land Rover school of supply chain management. To illustrate the contrast of how the developed world may tackle the business challenge and then how Heyrick actually did it, we have created a fictional Encyclopedia of Current Business Orthodoxy, which introduces each chapter of this book, to outline. 

			Heyrick’s success in setting up his outfit and leaving a working legacy is testament to his composure, pragmatism, courage and wit. And it’s the wit that will probably be the most engaging feature of this chronicle. It is infused with charm and warmth, and a thread of gentle English eccentricity that has long been in short supply.

			Dan Hiscocks

			Publisher, Eye Books
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Planning a Career

			Planning a successful career requires a great deal of thought and attention. Once the general career path has been identified it is essential to review all the major participants, understand their strengths and weaknesses, and narrow down the range of possibilities. Approach the firms that both suit your medium and long-term ambitions and are culturally sympathetic. Conduct a form of due diligence on them all to be prepared for any ensuing dialogue. This is no time for being impulsive – you are choosing a family as much as an employer. 

			The Encyclopedia of Current Business Orthodoxy

			All right, mate? What are you doing now?” Before I had a chance to reply the caller asked, “Are you interested in setting up DHL in Iraq?” Those nine words were to metamorphose my life. It was a dreary February Monday morning, in London – the first day back at work after three weeks’ wonderful holiday in New Zealand. The trill ring of the phone had broken my reverie. I had come into work to catch up on the inevitable tidal wave of emails and already the phone was ringing. I could feel myself slipping back into the routine as if I had never been away – that was until I heard the question. The caller, an ex-colleague of mine, went on to explain that DHL was looking for someone with military and commercial experience and was keen to interview me. My initial reaction was to feel flattered, quickly followed by doubts over whether they had called the right man. Had DHL mistaken a rather normal career in the army for something else, or had they seen one of my recently written CVs extolling my virtues as a major mover in the world of mergers and acquisitions?! In truth, I had left the military three years previously where I had experienced a rather normal five years with the Grenadier Guards. My military service had included some time in London wearing a tunic and bearskin, carrying out public duties and, as with most soldiers of my vintage, I had then spent more time than I intended in Northern Ireland. Fortunately I worked in more of a surveillance role, which made it a little more exciting than normal soldiering, but not a patch on the Afghanistan adventure the military experience today. I had left the army and thought I had fallen on my feet working in a start-up dotcom at the height of the mergers and acquisitions boom. My timing was impeccable: ‘Mergermarket’ was a Financial Services dotcom compiling information on the mergers and acquisitions market – and I joined just as the dotcom bubble burst and the bottom fell out of the M&A market. But Mergermarket dropped the .com and went on to thrive, giving me the commercial experience DHL now found so appealing. Following an hour or two of stalling I made up my mind to go out to Bahrain for an interview.

			The usual subterfuge around changing jobs began. I was concerned that if my colleagues found out they would think I had lost the plot entirely and career prospects at work would shudder to a halt. Timing was key and I managed to get a flight on Tuesday night. This enabled me to get to Bahrain for Wednesday morning, have my interviews that day and be back at my desk by seven on Thursday morning, having made a miraculous recovery from my apparent bout of ill health. As it turned out the two sleepless nights meant I looked frayed around the edges and less than well, so no one thought to challenge my absence. 

			The flight out had been interesting and I found myself on the emptiest plane in the world. It was the first day of Gulf War II and most sane people were heading in the opposite direction and therefore there were not many takers for the Gulf Air flight to Bahrain. The flight attendants outnumbered the six of us who rattled around the plane. I stretched out on a row of seats, sipped some champagne and read my notes on DHL. I had done some rather hurried research earlier in the day that ran short of finding out what the D, H and L stood for. What I did know was that it was a courier company founded by three lawyers in 1969. It had recently been bought by Deutsche Post and was keen to increase its influence in the Middle East by adding Iraq to the list of 147 countries in which it already operated. A bleary-eyed arrival at 6.30am saw me met by an even more tired-looking taxi driver. I gave him the address for the office and asked him how much it was going to cost. “Whatever you wish,” was the reply. Not really in the mood for smart-arsed comments I hit back with a joke price and he simply rolled his eyes, having heard it all before. I was putty in his hands: we drove the half-mile to the office and he fleeced me at the other end. It did however remind me that the Arabs like to bargain over everything, enjoying the whole process, and this was something I was going to have to get used to.

			Bahrain explains much of the developed Middle East – a veneer of gloss, covering a multitude of tribal and religious charms, tensions and rivalries. I had never been to this part of the world before but it is clear to the casual observer that money is no object when it comes to impressing the visitor or your countrymen. The easiest way to do this is through building and owning a taller hotel or office block than any already in existence. The result is a series of tall glass buildings scattered around the island. The hotel I checked into was one of these and was unintentionally retro and kitsch. Anything that is big, shiny and obvious is all the rage: ‘understated’ was removed from the dictionary years ago. It was also apparent that walking was not something one was expected to do. I had intended to go to a Mall but there was simply no footpath, though there was a taxi waiting to take me there. Being a stubborn and tight Brit and never one to take the easy option, I ended up dashing across four lanes of traffic and, with a policeman in hot pursuit, ran up the slip road, avoiding the oncoming traffic and into the Mall. After feigning interest in some watches that were drowning in diamonds, and which surpassed even the most exaggerated definitions of bling, I then ran the gauntlet on the return leg back to the hotel. Whilst dodging the traffic, I was struck by the number of non-Arabs there were working in the country. They provide much of the manual labour, from construction to general cleaning up, and many can be found cutting and watering the grass in the central reservation or painting lines on the roads. It may go some way to explaining why Bahrain water consumption is double the national average at 400 litres per person per day (the UK is 150 litres per person per day). The impression is one of immaculate order, with the main thoroughfares so clean that I actually saw a guy sponging down the back of a road sign! As the cleaning team progress along the road there is invariably an unlucky soul with a traffic cone tied to a long piece of string around his waist. He acts as the warning to approaching traffic and slowly drags his cone behind him, in the wake of the grass cutters and line painters. It is a sight like this which, combined with a look down the back streets behind the perfect façade, that remind one that beneath this rather sterile exterior lies a vibrant Middle Eastern culture and, in many cases, one that is bubbling beneath the calm surface. 

			I headed back to the airport for my interviews, met several directors, had lunch in a nearby hotel and returned for more interviews in the afternoon. The interviews went fairly well and the only point at which I almost came unstuck was when asked what DHL stood for; I had not researched this but I knew there was an answer in me somewhere. I remembered that as I had approached the interview room I had walked past three conference rooms called Dalsey, Hillblom and Lynn. My embarrassment was spared. The interview proceeded and mentally I started planning my stay in Bahrain, waiting for the war to end and the Coalition to grant commercial entities permission to enter the country. The day ended with a swim and a couple of beers before boarding the plane back to the UK. The flight home was the antithesis of the outward journey. I had temporarily forgotten there was a war going on in Iraq, prompting a mass exodus from Bahrain and people boarding the plane with glorious quantities of hand luggage. The plane was so full that I was surprised it managed to get airborne.

			Following some negotiations over the remuneration, I spent a week wrestling with the decision over whether or not to accept the job. So why did I say yes? This is a difficult one to answer. I had just got engaged, my job was going well and I had the option to go and set up the New York office for Mergermarket. Long discussions ensued and I decided that it really was too good an opportunity to let slip through my fingers. It is not often that one is challenged to do something that is so potentially life changing. There were also other considerations that explained my decision. I have a joint honours degree in the Geography of International Business and Archaeology and had specialised in the Middle East. I had a romantic view of being able to visit the archaeological sites that I had never really expected to be able to see. Iraq is the birthplace of modern civilisation. I viewed the opening of Iraq as a moment in history and I desperately wanted to be a part of it. Subconsciously I think the fact that I had many friends who were a part of the Coalition Forces probably brought out the competitive streak in me. Without trying to sound trite, I did feel that I was missing out on an adventure. I was envious of my friends in the armed forces who were spearheading the move into Iraq. Although I had obviously missed that particular boat I could envisage future conversations with military friends: “I admit the war may have been dangerous but try setting up a business in a war-torn country with little support.” To many it may sound strange but to me it was obvious that when given the choice of setting up an office in New York or setting up a countrywide network in Iraq, the latter was the clear favourite. The fact that I was entering the unknown, in terms of the logistics business and in terms of the environment, simply added to the appeal. I handed in my notice. Before I left work I sent a quick email to a few clients thanking them for their support and explaining that I was off to Baghdad. I invited them to visit me if they were in the region. The email was picked up by the Evening Standard and read as follows:

			Heyrick Bond-Gunning, former Grenadier Guards officer turned manager for M&A website Mergermarket.com, has sent the following email to clients ‘After a few fantastic years, I am leaving Mergermarket, having accepted the offer of a job to set up DHL in Iraq. Thank you for being an excellent set of clients and I hope our paths cross in the future. If you happen to be passing through Baghdad, please email me. I gather this is not an April fool but that the fellow is actually looking forward to the new challenge. It seems unlikely though that the clients will be quite as keen as Heyrick to stay in touch.

			Following numerous farewell parties, it was suddenly the morning of my departure. I found myself staring into an empty suitcase struggling over the decisions of what to pack. I had been told to expect at least a week in Bahrain whilst we waited for permission to enter Iraq. On getting into the country we would probably be based at the airport, not in the local Hilton but in the Baghdad equivalent – a tent. Suits and tents don’t really go hand in hand but then I also had visions of waiting in Bahrain for the Coalition Forces to finish their job in Iraq. So in went a suit and some shirts, lots of T-shirts and anything linen I could lay my hands on. It was already 40 degrees in Iraq and it was due to reach the mid-50s in the summer. This was a worry. I am not known for my tolerance of anything above 30 degrees, so even thinking about 40 degrees made my face go red! I found the best way to deal with that particular concern was to stop thinking about it and concentrate on finding some shorts. Next dilemma: tennis racket, golf clubs or neither? Now could be the chance I had been waiting for to actually take the clubs out of their rather expensive bag. I had visions of driving a ball down an empty runway but then realised that there may be issues with aircraft and actually it wouldn’t have looked so professional if I arrived to set up a business clutching a couple of tennis rackets and some clubs. I decided on three clubs and the tennis rackets, all of which fitted into my bag. The remainder of the space was filled with plenty of sun cream, a roll up Panama, some files, a compass, a gas mask, a bulletproof jacket and some Arabic language tapes. It was at this point that I had a slight reality check. I was not going to be wearing a flak jacket over a suit so the suit stayed in London. I wondered what an earth I was letting myself in for.

			I had done a fair amount of research since accepting the job and although most of the information pre-dated the first Gulf War, I had been able to write a draft strategy paper. Among other things, it contained a guide on survival in hostile environments that I had cobbled together. I re-read it, twice, had a beer and felt less concerned. I had also spoken to various family friends who had experienced the Middle East, working with Arabs and in one case with Iraqis. I gleaned some remarkable information from a family friend who had often worked in Iraq. On his last trip he had been incarcerated by Saddam and had remained in jail for 10 years. You would think that he was not the ideal man to inspire me with confidence but he did not have a bad thing to say about the Iraqis. He explained that the majority was well-educated, to degree level. He added that they were a naturally open and hospitable people and were extremely interested in what went on in the West. On the work front, he warned me that they enjoyed a good haggle but that once they had agreed a deal they would stick to it. However, if they could find a loophole or short cut they had a tendency to feel that it was their duty to exploit it. A firm but fair approach was advised when dealing with employees.

			The next question was the language. Many Iraqis speak a little English, but I realised that a smattering of Arabic would help. I had invested in the cassettes and started learning the basic vocabulary. I also worked on a healthy amount of contacts to meet up with whilst waiting in Bahrain. Despite these preparations, I did have a real feeling that I was going into the unknown and a far from friendly environment. I had seen pictures of dead and wounded civilians and was worried how Iraqis might respond, even if the Coalition kept the collateral damage to a minimum. Would they think I was there to exploit them? Would they view me as an extension of the Coalition Forces? Would they welcome me or would their pride and unfulfilled expectations mean they would resent me? I suspected it would be a combination of all of these feelings and that I was going to have to be very aware of the mood of the people, their expectations and their culture. I also realised that I could sit and ponder over these questions ad infinitum and decided that the only way they were going to be answered was by getting out there. I was as ready as I was ever going to be and, following some painful farewells, boarded the flight to Bahrain.

		

	
		
			
Developing a Plan

			Developing a business plan in readiness to enter a new market requires thorough market research, an understanding of the incumbents, and a strategy that will make an immediate impact. The greater the detail of your plan, the better equipped you will be to respond to the inevitable surprises you encounter on launch. 

			The Encyclopedia of Current Business Orthodoxy

			The plane touched down in Bahrain and my mind began to go over the plan. Get to the hotel, swim, off to the office for a planning meeting, tennis and then a chance to catch up with some friends in Bahrain. I was met off the plane by a DHL representative and whisked through customs and immigration to my baggage and a waiting car. This was certainly something I could get used to. I was looking forward to seeing which hotel I would be staying in – the new Ritz Carlton was top of my list – but before I knew it we were pulling up outside the DHL offices on the other side of the airport. So the swim was going to have to wait – no problem with that. I arrived at the office and began to mentally prepare myself for a day of brainstorming over the business strategy for Iraq. I was soon to be reminded that sometimes planning is overrated. My new boss came bounding into the room and said, “Good news. The war is over and, even better news, we’ve been given permission to fly into Baghdad. The plane leaves in an hour.” The Coalition had given us permission to fly and so DHL was going to be the first commercial flight into Iraq since the end of the war.

			I went to help load the plane and met Phil Armatage, the colleague with whom I was to work in Iraq. He had worked for DHL for a few years and he was to prove vital in filling the gaps in my knowledge about how the DHL systems were supposed to operate. My initial impression was of a brusque Geordie, but I was soon to find out that he was often able to reveal a more sensitive side, particularly while in pursuit of love! Phil had flown into Bahrain the previous day and we both went to board the plane and have a look at the supplies we had been given. On climbing into the body of the Antonov 12 we were met with a sight that caused considerable laughter. It was clear that little thought had gone into the planning. Sitting in front of us were two vehicles, a Land Rover Discovery and a canary-yellow van with DHL on its side. The former was ideal but the latter was a joke. I was damned if I was going to drive around Baghdad in a vehicle that was newly liveried in the Deutsche Post colours and which was going to be a sitting target. Before we had even taken off we had already decided that it was going to be used at the airport only, where it would probably act as a very good advert to the US Forces that were based there. I threw open the doors of the van to look at our supplies. It was empty. We had a look in the back of the Land Rover and it was then that a wave of concern hit me. We were woefully under prepared. 

			The list of kit and equipment was as follows:

			
			  	2 camp beds

			  	1 satellite phone

			  	1 laptop

			  	1 tent

			  	1 Tupperware box with baked beans, pot noodles soup and corned beef

			  	24 Bottles of water

			  	1 x envelope containing $25,000

		  

			That was it. I couldn’t have written a more ridiculous scenario if I had tried. Judging by the volume of pot noodles the list had been put together by a student and was not really what one would expect to set up a multi-million dollar business with but I suppose it was a start.

			I realised that DHL Middle East had been caught by surprise by the sudden permission to fly; so with a shrug of the shoulders and a smile we got over our initial worry and boarded the aircraft. The Antonov, about 35 years old, used to belong to the Russian Air Force and was piloted by some large hairy Bulgarians. The plane was manned by a crew of seven. Inside the cockpit were the two pilots, an engineer behind them and a navigator sitting in the nose with a set of binoculars. There were three more crew who played a wide range of roles from engineers, to loadmasters and tea makers. Once in the air, they revealed that a few months earlier they had misjudged their landing into Bagram Airfield, Afghanistan and ended up overshooting the runway and grinding to a halt in a minefield. The air traffic controller told them to stay where they were while the de-mining team was scrambled. They replied, “No problem,” turned the plane around in the minefield, and then drove out! I was not filled with confidence. Needless to say, true to form, they managed to fly at the wrong altitude as we entered Iraq. Two US F16s were scrambled to intercept us. An image of me, adorned with a Tom Hanks-like beard while stranded in the middle of the desert, flashed through my mind. Fortunately, with DHL painted on the side of the plane we were escorted rather than dispatched.

			The flight over also gave me a chance to think about how the business was going to develop. I was no longer going to have the luxury of a week in Bahrain getting to know the peculiarities of DHL but Phil’s expertise had that particular problem covered. We were lacking basic equipment and I drew up a short list of what we required, at the top of which was a satellite link for the email. In spite of these minor practical issues we were in the fortunate position of starting from scratch, with very few preconceptions and the support of a global business. I underpinned my plan by using the structure of a military template known as the estimate process. I had utilised it to help solve problems in the past and, whether you know it or not, we all do one every day. Be it working out the best route from A to B or buying a car, we will have a mission or goal that we want to achieve and a series of factors that will influence our decision-making process, such as cost, time and reliability. These are then added to the mix and result in some options and courses of action. I may not have had much immediate preparedness but at least my previous experiences had equipped me with a model I could apply to even the most uncertain environment. Using the structure of the military estimate, I asked myself a series of questions and this helped me to work out how we might develop the business in its initial stages. At every stage, the outcomes were tested further by questions that ultimately produced a series of tasks. And these tasks were then explored according to their feasibility.

			1. Miss Analysis

			
			  	Mission – state the mission and look at mission verbs. Deconstruct the sentence and look at exactly what it is you are required to do. In this case the mission was to grow the business to revenue of $2m in the first year. What was the intent of my boss/what is my role in the plan?

			  	Tasks – these take two forms, those that are specified and those that are implied or you feel would help you achieve your mission.

			  	Constraints/freedoms – are there any freedoms or constraints that I need to be aware of?

			  	Review the scenario – have the parameters changed since I was first given the mission?

			  	Timeline – draw a timeline as this helps picture deadlines.

		  

			2. Factors – Environment

			
			  	Geography – what/where are the major cities? What is the transport network like? What are the communications networks like? What is the weather like?

			  	History – a brief look at the history of a country helps explain how and why people react in certain ways.

			  	Religion – what are the various religious groups and what are the salient differentials with each group?

			  	Ethnic groups – who are the key political figures? How can I get DHL in front of them?

			  	Work ethic – what is the business etiquette? Have Western work practices been utilised in the country?

			  	Health – what is the general health of the population? Are the hospitals of a good standard? Are we going to be able to use the hospitals if needs be?

			  	Clients – who were likely to be our first clients? The Coalition forces and reconstruction agencies were likely to be top of the list as they would be able to afford the DHL prices and also were likely to have serious supply chain issues.

		  

			3. Factors – Enemy (Competition)

            
              	Vital ground/key terrain – vital ground refers to the parts of the business that are vital for our survival. Key terrain is the parts of the business that would give us a significant advantage over our competition.

              	Enemy disposition – are there any competitors in the market already? If so, how many are there, who are their main clients, what is their offering and how does it compare to ours? I presumed FedEx and UPS would be lumbering over the horizon shortly after us and therefore time was of the essence.

              	Threat evaluation – enemy strengths and weaknesses. What are they good at and what are they bad at?

              	Enemy approaches – how are the competition going to be entering the market place?

            

            4. Factors – Friendly Forces (Own Assests/Alliances)

            
              	Own assets – what assets do I have at my disposal?

              	Alliances – are there any third party alliances I need to be aware of?

              	Strengths – what are my strengths?

              	Weaknesses – what are my weaknesses?

            

            5. Factors – Security and Surprise

            
              	Operational security – is the environment safe to work in? How can I limit the risk? Is my competitive advantage sustainable if I keep my operational recipe secret?

              	Deception – will deception help limit the threat? Will this also make our model more difficult for a competitor to replicate?

            

            6. Assessment of Tasks

            
              	List the tasks that come out of the above process and allocate the resources to each task.

            

			7. Courses of Action

            
              	A comparison of the courses of action in a table as follows: [COA1 COA2 COA3 Criteria +ve -ve +ve -ve +ve –ve]

            

			8. Plan

            
              	Select a course of action and now concentrate on the way in which this is going to be implemented. Prepare to be flexible as no plan can take account of unforeseen factors that will influence it down the line. Remember, however well prepared you are few plans maintain their format even in the initial stages of implementation.

            

			I was getting to the stage where I had some courses of action when the plane was suddenly buffeted and its frame shuddered. I looked out of the window and saw a plume of smoke from a large explosion, rising beneath us. It was at this point that I actually took the time to take in my environment. I don’t know how many of you have been inside an Antonov: it ain’t Emirates Business Class, that’s for sure. It is a bit like a 1970’s working men’s club. The floors, walls and ceilings were bedecked in a silver-flecked linoleum and the walls themselves were adorned with pictures of scantily clad women clutching a variety of semi-automatic weapons. 

			Out of the corner of my eye, I spotted a naked man, holding what looked like a sausage, lurching towards me. I turned to face him. It was Boris the engineer, clutching a frankfurter, my inflight meal. His modesty was protected by a pair of grubby underpants, having taken off his uniform to stop it getting dirty. He held a frankfurter that had been boiled in a kettle and was to be chased down with a shot of vodka. This was to set the tone for the months to come – rules, structure and order, three words that were simply not in the dictionary. I was quickly realising that the key to success was going to be flexibility and adaptability and therefore a constant review of any plans was imperative.

		

	
		
			
Networking

			Getting to know people in your immediate professional environment is imperative. They are a source of information and opportunity. Everyone is of value even if it is sometimes a challenge to determine just how that value can be extracted. The corollary is that everyone should be treated with respect in an effort to develop lasting relationships. This is more generally known as networking. 
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