Speech by GEN Eric Shinseki, USA, Retired, former Army Chief of Staff, in April 2004

*GROWING A LEADER*

AMENITIES:

            IT’S BEEN AN INCREDIBLE HONOR TO HAVE SPENT 38 YEARS AS A SOLDIER.    HOW DOES A KID, WHO GREW UP PROWLING THE WILDS OF KAUA’I, END UP BEING ARMY CHIEF OF STAFF?    I DON’T KNOW THAT THERE ARE ANY GOOD ANSWERS  --  EXCEPT LOTS OF HARD WORK AND EVEN MORE GOOD LUCK.    WHAT’S REMARKABLE ABOUT THE ARMY IS THAT, WHILE IT SEEKS AND WELCOMES THE BEST AND THE BRIGHTEST, IT MAKES DO WITH SOME VERY AVERAGE PEOPLE WHO IT GROWS INTO LEADERSHIP. 


    SO LET ME SHARE WITH YOU A BIT OF MY JOURNEY IN “GROWING A LEADER”, AND PERHAPS YOU WILL APPRECIATE A BIT MORE THE ARMY’S APPROACH TO LEADERSHIP  --  AS WE SAY:  “LEADERSHIP IS OUR STOCK IN TRADE; IT’S WHAT MAKES US DIFFERENT.”    I’M OFTEN ASKED ABOUT LEADERSHIP, AS THOUGH IT WERE SIMPLY ONE THING  -  HOW DO YOU DEFINE IT; CAN YOU TEACH IT?    OTHERS HERE TODAY HAVE SERVED IN UNIFORM, AND THEY WILL UNDERSTAND WHEN I SAY THAT, EVEN AFTER 38 YEARS OF LEADING SOLDIERS AND RAISING AMERICA’S CHILDREN, I DON’T THINK ANY OF US KNOWS IT ALL.    BUT I DO KNOW THIS, LEADERSHIP IS ABOUT PEOPLE  -  NO ONE LEADS BUILDINGS OR PLANES OR BANK ACCOUNTS, CLASSROOMS, THE MAIL, TANKS, OR MEDICINES  -  WE ALL LEAD THE PEOPLE WHO POPULATE THOSE ENVIRONMENTS; WHO BRING PERSONAL GOALS, ASPIRATIONS  --  AND BIASES  --  TO OUR PROCESSES; AND WHO INTRODUCE FRICTION INTO OUR ORGANIZATIONS, AS A RESULT.    THAT’S WHAT GIVES US PURPOSE BECAUSE LEADERSHIP IS ABOUT SOLVING PROBLEMS, ABOUT GETTING PEOPLE TO DO WHAT YOU WANT THEM TO DO  --  WITH ENTHUSIASM.    IT’S ABOUT GETTING THEM TO SUBMERGE THEIR OWN PERSONAL INTERESTS FOR COMMON GOALS  -  HOPEFULLY, FOR THE COMMON GOOD.    NO YOUNG CAPTAIN LEADS IN THE SAME FASHION AS A GENERAL; NEITHER DO COMPANY PRESIDENTS AND CORPORATION CEOs, YET ALL ARE DEPENDENT ON COMPETENT 1ST LINE SUPERVISORS AND SHOP FOREMEN IF THEIR ORGANIZATIONS ARE TO OUTPERFORM THEIR COMPETITION.    WELL, FOR ME, IT ALWAYS BEGINS WITH VALUES  --  PERSONAL AND ORGANIZATIONAL.    VALUES ARE ABOUT CHARACTER, AND IT TAKES CHARACTER TO WITHSTAND THE BUFFETING THAT MOST SUCCESSFUL ORGANIZATIONS EXPERIENCE AND SURVIVE OVER TIME. 

            EVERY YEAR, THE ARMY’S SENIOR COMMANDERS GATHER FOR A SERIES OF ANNUAL MEETINGS.    IN FEB 1997, THE WINTER CONFERENCE INCLUDED THE ARMY’S CHIEF, VICE CHIEF, AND FIVE OF ITS SIX 4-STAR COMMANDERS.    I SERVED AS CONFERENCE EXECUTIVE AGENT AND WAS THE ONLY OTHER OFFICER ALLOWED TO SIT QUIETLY AT THE REAR OF THE MEETING ROOM, PRIMARILY TO TAKE NOTES.    ONE OF A NUMBER OF BRIEFINGS THAT DAY DISCUSSED A NEW OFFICER EVALUATION REPORT, A NEW BLANK FORM THAT WAS ABOUT TO GO INTO EFFECT.    THREE AND A HALF HOURS LATER, THE BRIEFER, WHO HAD BEEN ALLOCATTED ONLY 30 MINUTES, WAS ALLOWED TO LEAVE THE PODIUM.    BUT IN THE INTERIM, I HAD BEEN TREATED TO THE MOST INTENSE DEBATE I HAVE EVER WITNESSED AMONG SENIOR ARMY COMMANDERS.    ON THAT BLANK FORM WERE SEVEN WORDS CALLED THE ARMY VALUES.    I WATCHED OFFICERS WHO HAD PROBABLY NOT PLAYED THREE AND A HALF HOURS OF GOLF TOGETHER AS A GROUP IN 30 YEARS OF SERVICE, TAKE OFF THEIR BLOUSES, ROLL UP THEIR SLEEVES, AND DEBATE ONE ANOTHER ABOUT THOSE SEVEN WORDS.    WHY ISN’T COMPETENCE INCLUDED?    WHAT DO YOU MEAN BY HONOR?    HOW DO WE MEASURE INTEGRITY?    AND AFTER THREE AND A HALF HOURS, ALL AGREED THAT “LOYALTY, DUTY, RESPECT, SELFLESS SERVICE, HONOR, INTEGRITY, PERSONAL COURAGE” WOULD BE THE ARMY’S INSTITUTIONAL VALUES, NOT PICKED BY SOME ACTION OFFICER IN THE BOWELS OF THE PENTAGON, BUT BY EIGHT VERY POWERFUL MILITARY COMMANDERS.    AND I WONDERED THEN, AS I HAVE WONDERED ON OTHER OCCASIONS SINCE, WHETHER SIMILAR DEBATES OCCUR IN OTHER LEADERSHIP GATHERINGS ACROSS AMERICA AND AROUND THE WORLD.    OUR COMMANDERS HAD DECIDED HOW MY INSTITUTION WAS GOING TO BE DEFINED FOR A LONG TIME TO COME, AND I FELT I HAD BEEN TREATED TO A PRIVILEGED MOMENT.  
 
            IN THE YEARS SINCE, I HAVE COME TO BELIEVE THAT HOW YOU WRITE YOUR VALUES DETERMINES, IN LARGE MEASURE, HOW YOU LIVE YOUR ETHICS.    NO MATTER THAT TURNING A PROFIT IS WHAT BUSINESS SUCCESS DEPENDS ON, IF MAKING MONEY IS THE ONLY VALUE TO BUSINESS, MORE IMPORTANT THAN EVERYTHING ELSE WE DO, BE ATTENTIVE TO OUR ETHICS.    LIKEWISE, IF DESTROYING THE ENEMIES OF OUR NATION AND ELIMINATING COMPETITION IS THE ONLY THING WE STAND FOR, BE CAREFUL HOW WE LIVE OUR ETHICS.    IN THE ARMY’S FINAL SELECTION OF ITS VALUES, YOU MAY HAVE NOTICED THAT COMPETENCE DIDN’T MAKE THE CUT.    IT DOESN’T SUGGEST THAT COMPETENCE HAS NO VALUE IN LEADING ORGANIZATIONS.    TO THE CONTRARY, COMPETENCE IS ENORMOUSLY IMPORTANT.    BUT THE VALUES THAT WERE SELECTED DEFINE YOUR ARMY IN PROFOUND WAYS.    THESE VALUES PRESUME COMPETENCE, AND GO BEYOND IT TO ENGENDER TRUST  --  SOLDIER TO SOLDIER, LEADER TO LED.    TRUST IS THE FOUNDATION OF MY PROFESSION.

            I WAS COMMISSIONED INTO THE ARMY IN JUNE 1965.    FOR YOUNG OFFICERS, THE GROWTH OF PERSONAL COMPETENCE USUALLY BEGINS SOON AFTER COMMISSIONING, WHEN THEY ATTEND THE OFFICER BASIC COURSE TO LEARN, NOT ONLY THE CUSTOMS AND COURTESIES OF MILITARY SERVICE, BUT ALSO, AND MOST IMPORTANTLY, THE SKILLS FOR HANDLING SPECIFIC TASKS THEY WILL BE ACCOUNTABLE FOR IN THEIR FIRST DUTY ASSIGNMENTS.    STRANGELY ENOUGH, IN THE MID-1960’S, THE ARMY DECIDED TO STOP SENDING 2LTS, WHO WERE HEADED TO STATESIDE UNITS, TO THE OFFICER BASIC COURSE.    I DIDN’T GET TO GO.    THIS EXPERIMENT PROBABLY LASTED ONLY 3-4 YEARS.    THE ASSUMPTION THEN WAS THAT WE WOULD LEARN THOSE ENTRY-LEVEL SKILLS DURING OUR FIRST TWO YEARS IN A STATESIDE UNIT, AND THOSE OFFICER BASIC COURSE SEATS COULD BE USED FOR REFRESHER TRAINING OF CAPTAINS AND MAJORS WHO WERE HEADED TO VIETNAM AS INDIVIDUAL REPLACEMENTS.    SOMETIMES, POLICY CHANGES LIKE THIS ONE COLLIDE WITH DECISIONS BEING MADE AT OTHER LEVELS, SUCH AS THE PRESIDENT’S DECISION TO EXPAND OUR INVOLVEMENT IN VIETNAM.    BY DEC 1965, WHEN 2LT SHINSEKI REPORTED TO THE 14TH INFANTRY REGIMENT HERE AT SCHOFIELD BARRACKS, FOLLOWING AIRBORNE AND RANGER TRAINING, THE 25TH INFANTRY DIVISION HAD ALREADY BEEN SECRETLY ALERTED FOR RAPID DEPLOYMENT TO VIETNAM.    I JOINED MY “STATESIDE DIVISION” ON 15 DECEMBER AND HEADED TO COMBAT A FEW WEEKS LATER WITHOUT THE BENEFIT OF OFFICER BASIC.    DEPLOYING BY SHIP TO VIETNAM, I SPENT TWO WEEKS UNDER THE TUTELAGE OF A YOUNG RECON SERGEANT NAMED ERNIE KINGCADE, WHO TOOK CHARGE AND PUT ME THROUGH MY PACES AS AN ARTILLERY FORWARD OBSERVER  -  FIRE MISSIONS FOR EVERY IMAGINABLE SITUATION:  REGISTRATIONS, SHIFTS FROM A KNOWN POINT, ZONE FIRES, OPEN SHEAF, CLOSED SHEAF, IMMEDIATE SUPPRESSION FIRE FOR EFFECT.    THIRTY-EIGHT YEARS LATER, I CAN STILL SEE THE MESS HALL TABLE THAT ERNIE HAD GRIDDED WITH STRING TO SIMULATE A MAPSHEET THAT HE USED TO DRILL ME UNTIL I COULD JUST ABOUT MAKE THOSE CALLS FOR FIRE WITHOUT A COMPASS OR BINOCULARS.    THERE IS MUCH THAT I REMEMBER OF WHAT FOLLOWED FROM MY FIRST TASTE OF COMBAT  -  EAGLE FLIGHTS, SEARCH AND DESTROY COMBAT MISSIONS, GROUND OPERATIONS THAT TOOK ME FROM BANMETHOUT TO PLEI DJERENG TO THE KATAKA TEA PLANTATION TO DAK TO, PLEIKU, THE MANG YANG PASS, THE IA DRANG VALLEY.    YET, OUT OF ALL THOSE VIVID MEMORIES, ERNIE KINGCADE’S UNDERWRITING MY PROFESSIONAL COMPETENCE OVERRIDES THEM ALL.    YOU SEE, HE WAS MY OFFICER BASIC, AND WITHOUT TASK COMPETENCE, I WAS NOT GOING TO BE MUCH OF A LEADER.   

            THINGS I LEARNED FROM ERNIE KINGCADE HAVE STAYED WITH ME OVER ALL THESE YEARS AND TRANSLATED THEMSELVES INTO LARGER PRINCIPLES BY BENEFIT OF TIME AND EXPERIENCE.    AS ERNIE WOULD HAVE PUT IT, “FIRE AND MANEUVER, SIR; THAT’S WHAT COMBAT’S ALL ABOUT.    THIS INFANTRY OUTFIT IS ABOUT MANEUVER, AND YOU’RE THE FIRES  --  YOU’VE GOTTA’ KNOW WHAT YOU’Re DOING, AND YOU GOTTA’ BE FAST AND ACCURATE.”    THINGS MIGHT HAVE TURNED OUT DIFFERENTLY HAD ERNIE HIMSELF NOT BEEN COMPETENT ENOUGH TO TAKE ME UNDER HIS WING.    WHENEVER I TALK ABOUT LEADERSHIP, I ALWAYS TALK ABOUT ERNIE KINGCADE AND HIS COMPETENCE, WHICH ENABLED MINE.    JUST THINK ABOUT WHAT THAT MEANS ORGANIZATIONALLY.

            BETWEEN 1966 AND 1969 WHEN I RETURNED TO VIETNAM, THE ARMY HAD BEEN STRETCHED IN WAYS IT COULD NOT ANTICIPATE.    BY THAT 2D TOUR, WE ALSO BEGAN RUNNING OUT OF EXPERIENCED NCOs, LIKE ERNIE KINGCADE.    AS NEW RECRUITS ARRIVED, BRINGING WITH THEM THE SOCIAL ISSUES THAT WERE BEGINNING TO DIVIDE OUR NATION  --  POLITICALLY, ETHNICALLY, ECONOMICALLY  --  THE LACK OF SEASONED NCOs LEFT US BRITTLE IN OUR INTERNAL COMMUNICATIONS  -  NCOs ARE LIKE SHOCK ABSORBERS, CUSHIONS BETWEEN SOCIETY AND THE TENETS OF THE UNIFORMED SERVICES.    THE BOND BETWEEN YOUNG SOLDIERS AND NCOs SUFFERED, AND OFFICERS BEGAN TAKING UP THE SLACK BY DOING NCO DUTIES.    WHEN THAT HAPPENS, YOU BEGIN TO SUBVERT ORGANIZATIONAL PROCESSES THAT HAVE BEEN DEVELOPED AND HONED OVER DECADES OF OPERATIONAL EXPERIENCE.    YOUNG LEADERS GET TESTED EARLY.    AS A YOUNG TROOP COMMANDER IN 1970, I ENCOUNTERED WHAT MOST OF US HOPE WE WOULD NEVER HAVE TO DEAL WITH, A COMBAT REFUSAL.  

            IN MY CASE, IT WAS A GOOD SOLDIER, NOT A TROUBLEMAKER, WHO ABSOLUTELY REFUSED TO GO OUT ON A NIGHT AMBUSH PATROL.    I PATIENTLY BUT VERY DIRECTLY EXPLAINED THE RULES TO HIM  -  THIS WAS COMBAT, AND HE WAS FACING POTENTIALLY VERY SERIOUS CHARGES.    TO NO AVAIL, HE WAS NOT GOING OUT ON PATROL THAT NIGHT.    WITHOUT LOOKING AROUND AT THE COIL OF COMBAT VEHICLES CIRCLED AROUND ME, I COULD SENSE THAT WORD HAD SPREAD QUICKLY AND THAT OTHER SOLDIERS, IN THE WANING LIGHT, WERE WAITING TO SEE HOW I WAS GOING TO DEAL WITH THIS SITUATION.    A FAILURE TO ENFORCE STANDARDS COULD LIKELY LEAD TO MORE COMBAT REFUSALS QUICKLY.    I ASKED THIS SOLDIER WHAT BOTHERED HIM; HE WAS NOT KNOWN AS A SHIRKER OR SOMEONE AFRAID OF DOING HIS DUTY.    HIS RESPONSE:  “SERGEANT YOUNG (THE PATROL LEADER), DON’T KNOW SHE-HIT!”    AS IT TURNED OUT, HE WAS RIGHT; STAFF SERGEANT YOUNG HAD BEEN IN THE ARMY LESS THAN A YEAR, BUT HAD BEEN PROMOTED TO STAFF SERGEANT UPON COMPLETION OF INITIAL ENTRY TRAINING BECAUSE HE STOOD NUMBER ONE ACADEMICALLY IN HIS BASIC TRAINING CLASS.    THIS YOUNGSTER WAS RIGHT, “SERGEANT YOUNG DIDN’T KNOW SHE-HIT!”    I TOLD THE FIRST SERGEANT TO MAN MY COMMAND TRACK; THEN PUT THE 1ST PLATOON LEADER IN CHARGE OF THE TROOP, PICKED UP MY FIELD GEAR, TOLD THAT SOLDIER HE WAS GOING ON PATROL THAT NIGHT, PUT SSG YOUNG IN AS ASSISTANT PATROL LEADER, AND TOOK THE AMBUSH PATROL OUT MYSELF.    IT WAS ENTIRELY UNEVENTFUL.    BUT WHEN WE RETURNED THE FOLLOWING MORNING, I WAS TOLD TO REPORT TO MY SQUADRON COMMANDER, WHO TORE INTO ME.    HE HAD TRIED TO REACH ME THE NIGHT BEFORE AND FOUND ME ABSENT.    HE ACCUSED ME OF A FAILURE IN COMMAND, OF HAVING VACATED MY POSITION OF RESPONSIBILITY TO GO OFF ON SOME LARK, OF GROSSLY POOR JUDGMENT  -  AND HE WANTED AN EXPLANATION.    THERE WASN’T MUCH TO SAY  --  HE WAS RIGHT.    I TOLD HIM AS MUCH, BUT I ALSO TOLD HIM I WAS CAUGHT IN A CRISIS OF TRUST  -  BETWEEN COMMANDING AND LEADING.    I HAD TAKEN A CHANCE AND DECIDED THAT IT WAS MORE IMPORTANT TO REQUIRE THAT YOUNG SOLDIER TO DO HIS DUTY SO I WOULDN’T HAVE TO PUNISH HIM; THAT IT WAS MORE IMPORTANT TO TRAIN A SSG ON HOW TO RUN A NIGHT AMBUSH SO OTHERS WOULD HAVE CONFIDENCE IN HIS ABILITIES TO LEAD THE NEXT ONE, WHICH HE DID; AND THAT IT WAS AS IMPORTANT TO LEAD AS WELL AS COMMAND MY CAVALRY TROOP.    THEY ALL KNEW I WAS THEIR COMMANDER, BUT THEY WANTED TO SEE  WHETHER I COULD ALSO LEAD, WHETHER I COULD SOLVE THIS PROBLEM FOR WHICH THERE WAS NO GOOD SOLUTION.    LEADERSHIP, AS I’VE SAID EARLIER, IS ABOUT SOLVING PROBLEMS  -  NOT PASSING THEM ON.    I DIDN’T CREATE THE CONDITIONS WHICH LED TO THIS COMBAT REFUSAL, BUT I HAD TO DEAL WITH ITS EFFECTS.    AS THINGS HAVE TURNED OUT, YOU MAY PRESUME THAT I WAS NOT RELIEVED OF MY COMMAND.

            I HAVE OFTEN THOUGHT OF THIS INCIDENT IN THE YEARS SINCE AND HAVE USED IT TO REMIND MYSELF THAT WHENEVER OPERATIONAL RISKS ARE TAKEN AT HIGH LEVELS, THEY MUST REMAIN VISIBLE AT THOSE LEVELS OF LEADERSHIP.    OTHERWISE, THEY GET TRANSFERRED DOWN TO THE LOWEST ECHELON, WHERE SOLDIERS GOING OUT THE DOOR ON OPERATION CARRY THAT RISK ON THEIR BACKS AND NEVER REALIZE IT.    I AM SURE THERE IS GOOD REASON FOR WHY WE PROMOTED INITIAL ENTRY SOLDIERS TO STAFF SERGEANTS IN LESS THAN A YEAR, BUT IT BROUGHT OUR WARFIGHTING PRINCIPLES INTO CONFLICT WITH THE PRESUMPTION OF LEADER COMPETENCE IN OUR RANKS.    DECISIONMAKERS LOST SIGHT OF THE RISKS THEY HAD INDUCED INTO THE SYSTEM  -  AND THOSE RISKS DON’T GO AWAY.    THEY BECOME ACCOUNTABLE AT SOME POINT.    ONLY FOUR YEARS EARLIER, IT HAD BEEN ME.    I WAS THE PERSONIFICATION OF INDUCED RISK, AND GENERAL FRED WEYAND REALLY DIDN’T KNOW HOW MUCH BAGGAGE HE WAS CARRYING WHEN I ARRIVED TO JOIN THE TROPIC LIGHTNING, WHICH HE WAS MOUNTING FOR COMBAT OPERATIONS IN VIETNAM.    IN MY EXPERIENCE, OPERATIONAL RISKS ARE ABOUT BOTH THE RISK OF MISSION FAILURE  --  WHICH SOLDIERS WILL NOT ALLOW  --  AND THE RISK OF COSTS SO EXHORBITANT THAT, EVEN WHEN THE MISSION SUCCEEDS, THE AMERICAN PEOPLE WILL NOT ACCEPT THE PRICE OF OUR SUCCESS.    WHEN RISKS DO NOT REMAIN VISIBLE AT THE HIGHEST LEVELS, THEY GET VISITED ON THE MOST INEXPERIENCED LEADERS IN THE CHAIN OF COMMAND IN UNPREDICTABLE WAYS.
       
            THESE EPISODES REMIND THAT, IN LARGE AND COMPLEX ORGANIZATIONS, EVEN ONES THAT ENJOY A REPUTATION FOR INTERNAL DISCIPLINE LIKE OUR MILITARY SERVICES, NO CENTRAL AUTHORITY  -  NOT THE SERVICE CHIEF, NOT THE 4-STARS, NOT THE FLAG OFFICERS IN COMMAND  --  CAN CALL ALL THE SHOTS AND INSURE PROPER EXECUTION.    LARGE, COMPLEX ORGANIZATIONS NEED COMPETENT LEADERSHIP AT EVERY POSITION VERTICALLY AND HORIZONTALLY THROUGHOUT THE FORMATION  -  NO SINGLE POINT FAILURES ARE PERMITTED.    AND YET, INSTITUTIONS CAN UNINTENTIONALLY UNDERCUT THEIR OWN FUNDAMENTAL ASSUMPTIONS.
 
            NINETEEN YEARS, TWO COMMANDS, AND A WAR LATER, I WAS ON DUTY AS A COLONEL, SERVING AS THE OPERATIONS OFFICER, U.S. VII CORPS, STUTTGART, GERMANY  --  COLD WAR WEST GERMANY  --  AND THE COLD WAR WAS ABOUT TO END ON 9 NOV 1989, BUT NONE OF US KNEW IT.    MOST OF THE WORLD WITNESSED THE FALL OF THE IRON CURTAIN THROUGH THE LENSES OF THE WORLD’S TELEVISION CAMERAS, CAPTURING THE PARTY-LIKE ATMOSPHERE OF SPECTACULAR CELEBRATION IN BERLIN.    ALONG THE EAST-WEST GERMAN BORDER, HOWEVER, A  DIFFERENT ATMOSPHERE PREVAILED AS THE DISMANTLING OF WIRE FENCING, THE RAISING OF BORDER BARRIERS, AND THE REMOVAL OF LANDMINES FROM FOUR DECADES OF MAJOR, CROSS-BORDER INTERDICTION SIGNALED A POTENTIAL INVASION BY WARSAW PACT FORCES.    FOR YEARS, THESE INDICATIONS AND WARNING HAD BEEN THE SPECIFIC TRIGGERS IN OUR TRAINING EXERCISES TO ACTIVATE THE REHEARSAL OF OUR GENERAL DEFENSE PLANS.    THOSE OF US ON DUTY THAT WEEK ANXIOUSLY WATCHED COMMANDERS LIKE GENERAL FRED FRANKS HOLD OUR UNITS IN GARRISON, INSTEAD OF MARCHING TO THE BORDER AS THE PLAN DICTATED.    HE DEMANDED CONFIRMATION THAT A MOBILIZATION WAS UNDERWAY ON THE OTHER SIDE OF THE BORDER  --  WHICH, OF COURSE, HE NEVER RECEIVED.    AND SO, HE HELD US, IGNORING HIS GDP TRIGGERS.    HAD HE EXECUTED THAT WARPLAN AND MARCHED TO THE BORDER, IT WOULD PROBABLY HAVE TRIGGERED A RESPONSE ON THE OTHER SIDE.    WE WERE ALL PRIVILEGED TO WITNESS COURAGEOUS RISK TAKING AND ACCOUNTABLE LEADERSHIP THAT WEEK, LESSONS WE INTERNALIZED.    PLANS ARE BASED ON ASSUMPTIONS.    WHEN THE ASSUMPTIONS DON’T MATERIALIZE, CHANGE THE ORDERS; DON’T REMAIN WEDDED TO A PLAN THAT ISN’T WORKING. 
 
            EIGHT YEARS, FOUR PROMOTIONS, ANOTHER COMMAND, AND ANOTHER WAR LATER, THESE LESSONS ABOUT ACCOUNTABLE LEADERSHIP HAD NOT BEEN FORGOTTEN.    I RETURNED TO EUROPE FOR A THIRD AND FINAL TOUR, APPOINTED TO SERVE SIMULTANEOUSLY AS COMMANDER OF US ARMY FORCES IN EUROPE; COMMANDER, NATO LAND FORCES, CENTRAL EUROPE; BOTH HEADQUARTERED IN HEIDELBERG, GERMANY; AND COMMANDER OF THE NATO-LED PEACE STABILIZATION FORCE, BOSNIA-HERZEGOVINA, HEADQUARTERED IN SARAJEVO -- THREE MAJOR SIMULTANEOUS COMMANDS.    WHILE I WORE THREE HATS, BOSNIA WAS ALL CONSUMING.
 
            AS I ARRIVED IN SARAJEVO ON 10 JULY 1997, TO ASSUME COMMAND OF THE PEACE STABILIZATION FORCE, SFOR, NATO WAS ATTEMPTING ITS FIRST DETENTION OF A “PERSON  INDICTED FOR WAR CRIMES” (“PIFWC”).    IT RESULTED IN THE DEATH OF THE PIFWC, FORMER PRIEDOR POLICE CHIEF DRJLACA, A SERB, WHO RESISTED BEING DETAINED, DREW A HANDGUN, SHOT AN SFOR SOLDIER, AND WAS KILLED IN SELF-DEFENSE.    HIS DEATH GENERATED CHARGES OF AN SFOR EXECUTION; RESULTING IN A 60-DAY CRISIS OF CIVIL UNREST, RIOTS AND ATTACKS AGAINST SFOR; AND AFFECTED HOW FUTURE PIFWC DETENTIONS WOULD BE CONDUCTED.    THE RULES OF ENGAGEMENT GOT TIGHTER.
          
            SFOR’S OPERATIONAL MISSION IS TO PROVIDE THE SAFE AND SECURE ENVIRONMENT WITHIN WHICH TO IMPLEMENT THE DAYTON PEACE ACCORDS.    THAT MEANT PROTECTING AND CONTROLING THE PEOPLE OF THE THREE FORMER-WARRING FACTIONS AND ISOLATING ANY BATTLEFIELDS CREATED BY HARDLINERS  --  BOTH NATIONALISTS AS WELL AS CRIMINAL.    FOR 600 YEARS, THERE HAD BEEN VARYING DEGREES OF CIVIL STRIFE, OPPRESSION, MISTRUST, DOMINATION, AND BLOODSHED IN THE BALKANS.    DAYTON’S SUCCESS DEPENDED ON OUR ABILITY TO ACCOMPLISH THE FOLLOWING TASKS, MOST OF THEM NON-MILITARY IN NATURE:
            -  SEPARATE THE FORMER WARRING FACTIONS
            -  CONFISCATE AND CONTROL THEIR ARMS AND EQUIPMENT
            -  ESTABLISH A LEGITIMATE POLICE FORCE
            -  NURTURE MODERATE POLITICIANS AND ENTITIES
            -  CONDUCT NATIONAL AND LOCAL ELECTIONS
            -  REESTABLISH THE ORGANS OF GOVERNMENT
            -  ESTABLISH THE RULE OF LAW
            -  ENERGIZE ECONOMIC DEVELOPMENT AND RECONSTRUCTION
            -  ESTABLISH A FREE PRESS WITH STANDARDS FOR MEDIA BEHAVIOR
            -  RETURN AND RESETTLE REFUGEES
            -  PROTECT MINORITY RIGHTS
            -  CREATE FREEDOM OF MOVEMENT
            -  RECOVER THE REMAINS OF THE MISSING  --  A HUGE MORAL DILEMMA
            -  DETAIN FOR PROSECUTION THOSE RESPONSIBLE FOR WAR CRIMES (PERSONS INDICTED FOR WAR CRIMES) AGAIN, MOST OF THESE WERE NON-STANDARD TASKS FOR MILITARY FORCES.

            SFOR’S TASKS WERE DIFFICULT ENOUGH, BUT BEHIND THE VEILS OF LEGITIMACY LURKED HARDLINE POLITICAL PARTIES, EXTREMIST ORGANIZATIONS (PARAMILITARIES, SECRET POLICE, MUSLIM TERRORISTS), CRIMINAL GANGS, CORRUPT POLITICIANS, BLACK MARKETEERS, POLICE ON THE TAKE, AND A TIMID, SUBJUGATED POPULACE.    WE PRESERVED SFOR’S MORAL AUTHORITY AND LEGITIMACY TO GO ANYWHERE, ANYTIME; INSPECT ANYTHING IT WANTED; AND TAKE WHATEVER ACTIONS IT DEEMED APPROPRIATE.    WE GENERALLY EMPLOYED AN ACTION - REACTION - COUNTERACTION CYCLE MEANING THAT WE WOULD LOAD THE COUNTERACTION EVEN BEFORE WE LAUNCHED THE INITIAL ACTION, FULLY EXPECTING OUR ADVERSARY WOULD REACT.    WE ALWAYS SOUGHT TO HAVE ONE MORE OPTION THAN HE DID.    THIS WAS PRIMARILY AN INTELLECTUAL ENTERPRISE, AND ON DAYS WE ENJOYED THE MOST SUCCESS, IT WAS BECAUSE WE HAD DONE THIS INTELLECTUAL PIECE WELL.    DON’T TAKE STEP ONE UNLESS YOU HAD THOUGHT THROUGH STEP THREE AND HAD A SOLUTION.    IN THE PROCESS, I AND EVERY OTHER COMMANDER LEARNED TO NEGOTIATE AND LEVERAGE  -  NOT SKILLS WE BROUGHT WITH US, BUT WE ADAPTED.    AND THE MOST ADAPTIVE AMONGST US WERE OUR SERGEANTS AND JUNIOR OFFICERS.    STRATEGIC COMMUNICATIONS AND INFORMATION OPERATIONS BECAME KEY.    WE HOSTED ANYWHERE FROM 45 TO 60 VISITS A MONTH  -  HEADS OF STATE, MINISTERS AND CHIEFS OF DEFENSE FROM MOST OF THE 40+ TROOP-CONTRIBUTING NATIONS, NUMEROUS CONGRESSIONAL DELEGATIONS.    FOREIGN VISITORS GENERALLY SAW ME AS A NATO COMMANDER; AMERICANS, ON THE OTHER HAND, SAW ME ALMOST EXCLUSIVELY AS A U.S. COMMANDER.    BEING CONSISTENT IN DEALING WITH NATIONS IN THE COALITION WAS ESSENTIAL TO KEEPING THE NATO-LED INTERNATIONAL COALITION TIGHTLY COHESIVE.               I LIVED WITH THREATS, BOTH PERSONAL AND THOSE PROJECTED AGAINST U.S. SOLDIERS.    AS I WOULD HEAR FROM TIME TO TIME  -  “WE KNOW THAT 18 DEAD AMERICANS WILL SEND SFOR HOME”  --  A THROWBACK TO MOGADISHU.    I WAS PROTECTED 24 HOURS A DAY BY THE VERY BEST SPECIAL OPERATORS IN THE WORLD  -  MAKING ME SOMETHING OF A PRISONER FOR 15 MONTHS.    I WENT TO BED EACH NIGHT WONDERING IF TOMORROW WOULD BE THE DAY  -  NOT FOR AN ATTEMPT ON ME BUT FOR AN ATTACK TO CAUSE A LARGE LOSS OF AMERICAN LIVES.    SO PRESSURING THE BAD ACTORS DENIED THEM FREEDOM TO ACT AND PUT THEM ALL ON THE BACK FOOT, REDUCING OPPORTUNITIES FOR THEM TO SEIZE THE INITIATIVE AND SET THE OPERATIONAL TEMPO.    ON A DAY WHEN WE RAN ONE OF OUR RISKIER PIFWC DETENTIONS, A SENIOR MEMBER OF OUR CONGRESS, WHO HAD JUST ARRIVED AS THE DETENTION WENT DOWN, REMINDED ME, “IF THESE GO WELL, EVERYONE WILL TAKE CREDIT; IF THEY GO BADLY, YOU WILL FIND IT MIGHTY LONELY SITTING IN TESTIMONY BEFORE MY COMMITTEE WITH THE CAMERAS OF THE NATION RUNNING.”    SOMEHOW, I ALWAYS THOUGHT IT WOULD BE THAT WAY, BUT HAVING THE FACTS OF LIFE DELIVERED SO MATTER OF FACTLY, MADE THEM SEEM COLDER.
  
            IN 1998, I WAS RECALLED TO WASHINGTON, D.C. ON VERY SHORT NOTICE TO SERVE, FIRST, AS ARMY VICE CHIEF OF STAFF FOR 7 MONTHS BEFORE BEING APPOINTED THE 34TH CHIEF OF STAFF OF THE ARMY.    MY 15 MONTHS OF DEALING WITH THE SERBS, THE CROATS, AND THE MUSLIMS WAS USEFUL PREPARATION FOR SERVICE IN WASHINGTON.

            THE ARMY, IN 1999, WAS 10 YEARS BEYOND THE COLD WAR; 8 YEARS BEYOND OPERATION DESERT STORM, ITS FIRST WAR AGAINST IRAQ; WRESTLING WITH BOTH THE AFTERMATH OF TRYING TO GET A MISSION CALLED TF HAWK INTO TIRANA, ALBANIA AND A KOSOVO OPERATION THAT EMPLOYED NO LAND FORCES UNTIL AFTER THE CEASE FIRE AGREEMENT HAD BEEN ACCEPTED BY SERB PRESIDENT MILOSEVIC.    YET, DESPITE TREMENDOUS PERFORMANCES IN THE COLD WAR, IN OPERATION DESERT STORM, IN BOSNIA-HERZEGOVINA, IN KOREA, AND NUMEROUS OTHER LESSER KNOWN MISSIONS, SOME DELIGHTED IN DESCRIBING THE ARMY AS BEING STUCK IN THE COLD WAR CONSTRUCT, LETHARGIC, IRRELEVANT, SLOW, UNIMAGINATIVE, WITHOUT THE INTELLECTUAL GIFTS TO ENABLE CHANGE.    WHEN SECRETARY BILL COHEN ASKED ME TO TAKE THE CHIEF’S APPOINTMENT, HE ALSO PROVIDED ME SOME SUPERB STRATEGIC GUIDANCE:  “HELP THE ARMY BEGIN TO UNDERTAKE CHANGE; YOU WON’T GET IT ALL DONE ON YOUR WATCH; GET IT STARTED; DO AS MUCH AS YOU CAN, BUT WHATEVER YOU DO, DON’T BREAK READINESS.”   

            MY RESPONSIBILITY WAS TO MATCH THAT STRATEGIC GUIDANCE WITH STRATEGIC PURPOSE.    CREATING RESONANCE WITHIN THE ARMY AND ESTABLISHING AN APPROPRIATE SENSE OF URGENCY TO MAKE CHANGES IN FOUR SHORT YEARS WOULD BE CRUCIAL.    SO I DECIDED TO ASK THE ARMY WHAT IT THOUGHT AND THEN LISTEN TO ITS RESPONSES  --  TWO FUNDAMENTAL QUESTIONS:  IF YOU WANTED TO TELL THE CSA TWO THINGS RIGHT NOW, WHAT WOULD YOU TELL HIM?    IF YOU WANTED TO TELL THE CSA HE NEEDED TO CHANGE ONE THING RIGHT NOW, WHAT WOULD YOU TELL HIM?    THE SUMMARY OF THOSE INTERVIEWS DESCRIBED THE STATE OF THE ARMY FROM THE PERSPECTIVE OF FOLKS WHO STOOD IN ITS FORMATIONS DAY-IN, DAY-OUT.
     
            IN THE MOST PROFOUND WAYS, THESE RESPONDENTS DESCRIBED THE ARMY AS A GREAT ARMY IN THE MIDST OF A BOOMING ECONOMY WHICH OFFERED BRIGHT, ENERGETIC YOUNG AMERICANS LOTS OF OPTIONS OTHER THAN SERVING IN UNIFORM; AN ARMY THAT HAD ANSWERED THE CALLS OF THE NATION WITHOUT FAIL, BUT WHOSE PEOPLE WERE IN TURMOIL; AN ARMY CHALLENGED BY INTERNAL TURBULENCE, SADDLED WITH CONCERNS ABOUT RELEVANCE, STRUGGLING TO ARTICULATE ITS FUTURE REQUIREMENTS, CAPABILITIES, AND CONTRIBUTIONS; AN ARMY THAT WAS UNDERFUNDED FOR MISSIONS IT WAS PERFORMING, CONSUMING MODERNIZATION DOLLARS FOR CURRENT READINESS; AN ARMY THAT FOUND ITSELF, UNWITTINGLY, FORCING SOLDIERS TO CHOOSE BETWEEN THE ARMY THEY LOVED AND FAMILIES THEY LOVED.    IN 1999, THE ARMY MISSED ITS RECRUITING TARGETS BY 16,000 SOLDIERS  --  A FIRST, AND CARRIED A SENSE OF FOREBODING THAT IT WAS ON THE CUSP OF A MAJOR LOSS OF YOUNG OFFICERS FROM ITS RANKS.   

            A FUNDAMENTAL DIFFERENCE BETWEEN A MILITARY SERVICE AND OTHER AMERICAN ENTERPRISES IS THAT MOST BUSINESSES SPEND THEIR DAY-TO-DAY MANAGEMENT ENERGIES ENDEAVORING TO AVOID CRISES.    ON THE OTHER HAND, THE ARMY, LIKE OTHER SERVICES, SPENDS ITS DAY-TO-DAY MANAGEMENT ENERGIES FULLY EXPECTING THAT UNAVOIDABLE CRISES WILL OCCUR IN THE FUTURE, AND ITS RESPONSIBILITY WILL BE TO MOVE DECISIVELY INTO THE MIDST OF UNCERTAIN SITUATIONS AND RESOLVE THEM QUICKLY.    ON THOSE DAYS, IT MUST PREVAIL FOR THE SAKE OF THE NATION, AND SO IT HAS A CULTURE FOR RUNNING CONSTANT ASSESSMENTS OF NEARLY EVERY CRISIS IMAGINABLE.    IT INTENDS TO BE READY FOR WHATEVER CRISIS MAY OCCUR, WHENEVER IT ARRIVES, WITH WELL-TRAINED, COMPETENT, AND COHESIVE FORMATIONS, LED BY TOUGH, STRONG LEADERS THROUGHOUT ITS FORMATIONS.    FOUNDATIONAL TO ITS PERFORMANCE IS THE TRUST AND CONFIDENCE OF THE AMERICAN SOLDIER  --  TRUST.    GENERALS CAN LOSE BATTLES, BUT ONLY SOLDIERS CAN WIN THEM.    WE NEEDED TO LISTEN TO OUR SOLDIERS.

            AND SO, IN 1999, AFTER SPENDING THE DECADE OF THE 90’S BRUSHING UP AGAINST THE MURKY DISORDERS OF THE POST-COLD WAR ENVIRONMENT,   WITH SECRETARY BILL COHEN’S STRATEGIC GUIDANCE TO BEGIN CHANGING THE ARMY, AND WITH THE INVALUABLE INSIGHTS ABOUT THE ARMY’S IMAGE GAINED FROM OUR STAKEHOLDERS, WE LAID A FOUNDATION FOR URGENT CHANGE CALLED THE ARMY VISION.    THAT STATEMENT OF PURPOSE AND FUTURE DIRECTION SET A COURSE TO COMPREHENSIVELY CHANGE ITSELF IN SUCH FUNDAMENTAL WAYS THAT WE CALLED IT TRANSFORMATION  --  IT EXCEEDED OUR PREVIOUS DISCUSSIONS ABOUT MERE CHANGE THROUGH EQUIPMENT MODERNIZATION.    AND TRANSFORMATION SEEMED TO STRIKE THE RIGHT TONE IN BALANCING BIG GOALS WITH AN APPROPRIATE LEVEL OF VAGUENESS THAT MIGHT FIRE IMAGINATIONS.    AND SO, ARMY TRANSFORMATION WAS BORN IN OCT 1999  --  NEVER REALIZING THAT IT WOULD BECOME POPULARIZED DURING THE PRESIDENTIAL CAMPAIGN OF 2000 AND ADOPTED BY THE ADMINISTRATION THAT CAMPAIGNED ON IT WHEN THEY TOOK OFFICE.    THE QUESTION REMAINS WHAT DID THEY ENVISION IN TRANSFORMATION AND HOW DID THEY DO THEIR ANALYSIS TO GIVE IT SUBSTANCE.
       
            WITHIN A YEAR OF PUBLISHING ITS VISION STATEMENT, THE ARMY THAT HAD MISSED RECRUITING BY 16,000 THE YEAR BEFORE (FY 99), REVERSED THAT DOWNTURN AND INCREASED PRODUCTION BY 22,000 WHEN IT RECRUITED 180,000 SOLDIERS IN FY 2000.    IT ACHIEVED ITS RECRUITING TARGETS FOR THE NEXT THREE YEARS (174,000-180,000).    WITH THE SUPPORT OF THE PRESIDENT AND THE CONGRESS, IN FY 2000, IT RECEIVED ITS FIRST REAL PAY RAISE IN 18 YEARS, AND HAS RECEIVED TWO MORE RAISES SINCE, FIXING A LONGSTANDING PAY GAP FOR YOUNG FAMILIES.    IN FY 2000, CONGRESS AWARDED 75% OF ITS DISCRETIONARY DEFENSE DOLLARS TO THE ARMY TO SEED ITS VISION FOR FUNDAMENTAL AND COMPREHENSIVE CHANGE.    OVER THE NEXT TWO YEARS, THE ARMY SUCCEEDED IN FILLING ITS COMBAT FORMATIONS TO 100%, POSTURING ITSELF AGAINST THE RISK OF STRATEGIC SURPRISE.    ITS BUDGET GREW BY 50%; IT STABILIZED FAMILIES WITH HIGH SCHOOL SENIORS AND COMPLETED A SECONDARY EDUCATION TRANSITION STUDY, WHICH HAD AS MUCH APPLICATION TO CORPORATE AMERICA AS IT DID TO MILITARY FAMILIES; IT CONDUCTED A SPOUSE EMPLOYMENT SUMMIT AND TOOK ON THE INITIATIVE OF GAINING IN-STATE TUITION FOR ALL SERVICEMEMBERS AND THEIR FAMILIES. 
 
            FINALLY, IT LAID OUT A LONG TERM STRATEGY FOR BEGINNING ITS TECHNOLOGICAL TRANSFORMATION IN THE YEAR 2010 WITH A MID-TERM GOAL OF FIELDING SOME MUCH NEEDED INTERIM CAPABILITIES CALLED THE STRYKER COMBAT VEHICLE IN 2 Ã…Â¨ YEARS WITH A FULLY EQUIPPED AND TRAINED STRYKER BRIGADE IN 4 YEARS, A PROCESS THAT HAS HISTORICALLY TAKEN 7-9 YEARS.     TO SHEPHERD THIS MASSIVE UNDERTAKING, THE ARMY CREATED A STRATEGIC LEADERS SEMINAR FOR 300 OF ITS ONE AND TWO-STAR GENERAL OFFICERS, WHERE IT BENCHMARKED VISIONARY LEADERSHIP AND BUSINESS PRACTICES ACROSS THE COUNTRY:  ORACLE, CISCO, APPLE, BOEING, MICROSOFT, GENERAL DYNAMICS, GENERAL MOTORS, DISNEYWORLD, COCA COLA, HOME DEPOT, UNITED PARCEL SERVICE, BOSTON RED SOX, HARVARD UNIVERSITY, RAYTHEON, SIKORSKY, THE NEW YORK STOCK EXCHANGE. 
 
            I BEGAN THESE REMARKS SAYING THAT NONE OF US KNOWS ENOUGH ABOUT LEADERSHIP TO BELIEVE WE ARE EXPERT.    I ALSO OBSERVED THAT LEADERSHIP IS ABOUT SOLVING PROBLEMS, ABOUT GETTING PEOPLE TO DO WHAT YOU WANT THEM TO DO  --  WITH ENTHUSIASM.    LEADERSHIP IS ALSO ABOUT MAKING YOUR ORGANIZATIONS SUCCESSFUL AND MAKING YOUR PEOPLE SUCCESSFUL.    THESE ARE THE TWO RESPONSIBILITIES ALL LEADERS SHARE IN COMMON  --  MISSION SUCCESS AND LEADER DEVELOPMENT.    DOING IT WELL SUSTAINS INSTITUTIONS.    TOWARD THAT END, COMPETENCE OF ORGANIZATIONS IS MORE IMPORTANT THAN JUST THE COMPETENCE OF SENIOR KEY LEADERS.    BUT COMPETENCE OF ORGANIZATIONS IS NOT POSSIBLE WITHOUT THE COMPETENCE OF SENIOR KEY LEADERS  --  LEADERS, AFTER ALL, DEVELOP LEADERS.    TRUST IS THE IRREPLACEABLE GUARANTOR OF ORGANIZATIONAL STRENGTH DURING CRISES.    LEADERS DEVELOP THROUGH ACADEMIC STUDY, OPERATIONAL EXPERIENCE, AND PROFESSIONAL READING OVER A LIFETIME OF SERVICE.    FOR THE ARMY, AN INSTITUTION THAT DOESN’T PAY WELL, THAT MOTIVATES THROUGH IDEAS AND ALLEGIANCE TO IDEALS, THAT UNDERTAKES EXTREMELY HIGH RISK MISSIONS
