Listen, learn ...

then lead

Lang Nghe, Hoc Hoi Roi Lanh Dao

Stanley McChrystal

00:12

Ten years ago, on a Tuesday morning, |
conducted a parachute jump at Fort
Bragg, North Carolina. It was a routine
training jump, like many more I'd

done since | became a paratrooper 27
years before. We went down to the
airfield early because this is the Army
and you always go early. You do some
routine refresher training, and then you
go to put on your parachute and a
buddy helps you. And you put on the
T-10 parachute. And you're very
careful how you put the

straps, particularly the leg straps
because they go between your

legs. And then you put on your reserve,
and then you put on your heavy
rucksack. And then a jumpmaster
comes, and he's an experienced NCO in
parachute operations. He checks you
out, he grabs your adjusting straps and
he tightens everything so that your
chest is crushed, your shoulders are
crushed down, and, of course, he's
tightened so your voice goes up a
couple octaves as well. Then you sit
down, and you wait a little

while, because this is the Army. Then
you load the aircraft, and then you
stand up and you get on, and you kind
of lumber to the aircraft like this, in a

00:12

10 nam vé trude, vao mot budi sang
thir Ba, Toi thuc hién mot pha nhay du
tai Fort Bragg, Bac Carolina. D6 1a mot
budi tap dinh ky nhu nhiéu budi khac
toi da thyc hién ké tir khi tr¢ thanh linh
nhay du 27 nam truée d6. Chung toi
dén truong bay sém boi d6 1a quan doi
va ban phai ludn di sém. Trudc tién la
céc dong tac khoi dong, tiép theo phai
mang du vao vdi sy trg giup cia mot
déng d6i khac.Va ban mang du T10
vao ngudi. Phai can than dé y cach
mang day dac biét la day chan boi vi
phai mang vao giita hai chan. Sau do,
mang du dy bi 1én ngudi va tiép theo 1a
chiéc balo rat nang. Va rdi huan luyén
vién dén, d6 1a mot ha si quan nhay du
nhiéu kinh nghiém. Ong ay kiém tra
moi thir, ndm ldy day diéu chinh

di that moi tht chit lai dé ching ép
chat vao nguc ban vai ban b1 d¢

xubng, va di nhién, ong 4y that chat
day dé giong noi cua ban ciing s& cao
thé 1én vai quang. Rdi ban ngdi xudng
va cho, vi quan doi 1a vay. Roi ban chat
d6 1én  may bay, dimg day va Xuét

phat tat ca moi nguoi i ach theo mot
hang 1én may bay roi ngoi xudng
nhitng chiéc ghé vai bat ¢ hai bén may
bay. Doi thém mot chit nira Khong




line of people, and you sit down on
canvas seats on either side of the
aircraft. And you wait a little bit
longer, because this is the Air Force
teaching the Army how to wait.

01:23

Then you take off. And it's painful
enough now -- and | think it's designed
this way -- it's painful enough so you
want to jump. You didn't really want to
jump, but you want out. So you get in
the aircraft, you're flying along, and at
20 minutes out, these jJumpmasters start
giving you commands. They give 20
minutes -- that's a time warning. You
sit there, OK. Then they give you 10
minutes. And of course, you're
responding with all of these. And that's
to boost everybody's confidence, to
show that you're not scared. Then they
give you, "Get ready." Then they go,
"Outboard personnel, stand up."” If
you're an outboard personnel, now you
stand up. If you're an inboard
personnel, stand up. And then you
hook up, and you hook up your static
line. And at that point, you think, "Hey,
guess what?I'm probably going to
jump. There's no way to get out of this
at this point." You go through some
additional checks, and then they open
the door.

02:11

And this was that Tuesday morning in
September, and it was pretty nice
outside. So nice air comes flowing

in. The jumpmasters start to check the

Quan day linh cach doi cho nhu vay.

01:23

Va rdi ta cit canh. ban s& cam thay
dau t61 nghi moi thir da duoc sép xép
nhu vay - phai du dau dé khién ban
mudn nhay. Ban chang thue sy mudn
nhdy, nhung ban muodn thoat ra

ngoai. Quay lai chuyén ban vao trong
may bay va bay di 20 phut sau khi cat
canh, cac huan luyén vién bat dau ra
1énh. Ho noi1 ban ¢6 20 phut -- do la
canh béo vé thoi gian. Ban ngdi do, U
dugc thoi. Roi ho ndi con 10 phut. Va
di nhién, ban phan Gmg bé.ng cach to ra
khéng he s0. Piéu d6 giup tang sur tu
tin cua tat ca moi nguoi. Roi ho noi,
"chuén bi." Rdi ho ho, "Linh nhay du.
Putng day." Néu 1a linh nhay du, thi gio
hay dtng ddy. Néu ban c6 phan sy 6 lai
trén boong, cling dung day. Va roi ban
ndi moi thit lai, moc day neo

vao. Pung luc do, ban nghi, "E, biét
sao khong? C6 1& minh s& nhay. Chang
con cach nao khac dé thoat khoi

day." Ban kiém tra moi thu lan nita, va
roi ho kéo cira mé.

02:11

Va d6 1a budi sang ngay tht 3 gitra
thang 9, troi bén ngoai kha dep. Khdng
khi trong lanh ua vao trong. Huan
luyén vién bit dau kiém tra ctra. Va roi




door. And then when it's time to go, a
green light goes and the jumpmaster
goes, "Go." The first guy goes, and
you're just in line, and you just kind of
lumber to the door. Jump is a
misnomer; you fall. You fall outside
the door, you're caught in the
slipstream. The first thing you do is
lock into a tight body position -- head
down in your chest, your arms
extended, put over your reserve
parachute. You do that because, 27
years before, an airborne sergeant had
taught me to do that. | have no idea
whether it makes any difference, but he
seemed to make sense, and | wasn't
going to test the hypothesis that he'd be
wrong. And then you wait for the
opening shock for your parachute to
open. If you don't get an opening
shock, you don't get a parachute --
you've got a whole new problem

set. But typically you do; typically it
opens. And of course, if your leg straps
aren't set right, at that point you get
another little thrill. Boom.

03:16

So then you look around, you're under
a canopy and you say, "This is

good.” Now you prepare for the
inevitable. You are going to hit the
ground. You can't delay that

much. And you really can't decide
where you hit very much, because they
pretend you can steer, but you're being
delivered. So you look around, where
you're going to land, you try to make
yourself ready. And then as you get
close, you lower your rucksack below

khi dén luc, dén xanh bat sang, huan
luyén vién ra lénh, "Nhay." Nguoi dau
tién lao ra, va ban con ¢ trong

hang, ban loang choang tién dén gan
ctra. Nhay la tir khong dung; ban

roi. Ban roi ra ngoai ctra, ban bi hat
vao dong trugt. Viéc dau tién ban lam
13 khoa co thé vao mdt vi tri dau cti
xubng nguc, hai canh tay dang

rong, dat trén du du bi. Phai lam vay
bdi vi 27 nam trude,mot trung si khong
quan di day t6i diéu d6. T6i khong biét
lam vay thi c6 gi khac, nhung ong 4y
nghe ¢ vé c6 1y, va t6i sé chang dai gi
di thir xem gia thuyét ciia 6ng ¢ sai
hay khdng. Va roi ban chd mot ct giat
manh khi du ctia ban mé. Néu ban
khong co cam giac gidt sdc, co nghia
ban khong mang du ban c6 mot loat
van dé hoan toan méi. Nhung thuong
thi ban c6 du, va thuong thi n6 mo
bung ra. Va di nhién, néu day buoc
chan khong dang vi tri, lac do, ban s¢€
thay giat 1an nira. BUm.

03:16

Ban nhin xung quanh, thdy minh dang
¢ dudi tdn du va ban noi: "Vay la

t6t." Gid ban chuan bi cho diéu khéng
thé tranh khoi. Ban sé tiép dat. khong
thé cham tré. Va ban khong thé hoan
toan quyét dinh noi nao dé tiép dat. boi
vi nguoi ta 1am nhu thé ban c6 thé 1ai
du nhung thuc su la ban chi roi

xuéng. Thé 1a ban nhin quanh: ha canh
& dau bay gio. ban cb gang san

sang. Khi dén gan mit dat, ban ha ba 16




you on a lowering line, so that it's not
on you when you land, and you prepare
to do a parachute-landing fall. Now the
Army teaches you to do five points of
performance -- the toes of your

feet, your calves, your thighs, your
buttocks and your push-up muscles. It's
this elegant little land, twist and

roll. And that's not going to hurt. In 30-
some years of jumping, | never did
one. (Laughter) I always landed like a
watermelon out of a third floor
window.

04:08
(Laughter)

04:10

And as soon as | hit, the first thing | did
Is I'd see if I'd broken anything that |
needed. I'd shake my head, and I'd ask
myself the eternal question: "Why
didn't I go into

banking?" (Laughter) And I'd look
around, and then I'd see another
paratrooper, a young guy or girl, and
they'd have pulled out their M4
carbine and they'd be picking up their
equipment. They'd be doing

everything that we had taught

them. And | realized that, if they had to
go into combat, they would do what we
had taught them and they would follow
leaders.And | realized that, if they
came out of combat, it would be
because we led them well. And | was
hooked again on the importance of
what | did.

theo day ha xuong dudi ngudi minh. dé
no s€ khong dé trén nguoi khi ban ha
canh va ban chuan bi du cho cu ha
canh.Quan doi day rr;“mg phai van dung
nam diém- ngén chan, bap chan, bap
dui, mong va cac co dung hit dat. Ha
cach nhe nhang, xoay nguoi va lan
tron. S€ khong dau dau. Trong hon 30
nam nhay du, t6i chua 1an nao thanh
cong. (Cuoi) Toi luon ha canh glong

nhu mot qua dua hiu roi tir ctra sO tang
3.

04:08
(Cudi)

04:10

Va ngay khi t6i cham dat, 13 t6i kiém
tra ngay xem minh co bi gdy cai gi ma
minh can khong. T6i lac dau, va ty hoi
minh cau hoi mudn thua: "Tai sao
trudce kia minh khong lam trong ngan
hang chr?" (cuoi) TOi nhin xung
quanh, va roi toi thdy mot linh nhay du
khac, mot thanh nién hay mot c6 gai
tré, Ho da 161 cabin M-4 ra ngoai. va
nhat thiét bi cia minh 1én. Ho 1am moi
thir ma chung t61 da day ho. T61 nhan
ra rang néu ho phai ra chién trudong ho
s€ lam nhirng gi ching t61 da day va sé
theo 1énh nguoi chi huy. Va néu ho roi
chién truong d6 1a bai vi chung t6i dan
duong cho ho ra khoi do. T61 bi lai
thay say sua voi tam quan trong cua
cong vi¢c minh lam.




04:56

So now | do that Tuesday morning
jump, but it's not any jump -- that was
September 11th, 2001. And when we
took off from the airfield, America was
at peace. When we landed on the drop-
zone, everything had changed. And
what we thought about the possibility
of those young soldiers going into
combat as being theoretical was now
very, very real -- and leadership
seemed important. But things had
changed; | was a 46-year-old brigadier
general. I'd been successful, but things
changed so much that | was going to
have to make some significant
changes, and on that morning, | didn't
know it.

05:35

| was raised with traditional stories of
leadership: Robert E. Lee, John Buford
at Gettysburg. And | also was

raised with personal examples of
leadership. This was my father in
Vietnam. And | was raised to

believe that soldiers were strong and
wise and brave and faithful; they didn't
lie, cheat, steal or abandon their
comrades. And I still believe real
leaders are like that. But in my first 25
years of career, | had a bunch of
different experiences.

06:11

One of my first battalion
commanders, | worked in his battalion
for 18 months and the only

04:56

Thé 1a sang tht Ba d6, t6i phai

nhdy nhung n6 khong phai la mdt cu
nhay binh thuong. d6 l1a ngay 11 thang
9 nam 2001. Khi chung tdi cit canh
khéi trudong bay, nudc M§ van con hoa
binh. Khi ching t6i ha canh ¢ vung tha
linh, moi thir da thay ddi. Nhitng suy
nghi ctia chung toi vé kha ning nhiing
ngudi linh tré phai tham chién von chi
14 1y thuyét thi nay da 1a sy thyc -- va
vai tro nguoi lanh dao duong nhu rat
quan trong. Nhung moi thir da thay
d6i-- Toi da 1a mot thiéu tudng 46
tudi. Toi da thanh dat, nhung moi thir
d4 khac nhiéu nén toi s& phai tu tao ra
nhing thay doi 16n lao. Sang hom do,
t6i chua biét vay.

05:35

To1 dugc nuoi 16n véi nhitng cau
chuyén truyén thong vé tai lanh

dao. Robert E. Lee, John Buford &
Gettysburg. T6i cling 16n 1én v&i nhitng
vi du cu thé vé tai lanh dao. Pay 1a bd
t6i & Viét Nam. Toi dugc nudi day dé
tin twong rang nguoi linh 1a nhiing
nguoi khoe va thong thai diing cam va
trung thanh-- ho khong noéi déi, lira
dao, an trom hay bo roi déng doi1 cua
minh. Va toi van tin ring mot ngudi
lanh dao thuc sy phai nhu vay. Nhung
trong 25 nam dau su nghiép, Toi c6 ca
ta nhirng kinh nghiém khéc.

06:11

Mot trong nhiing tiéu doan trudong dau
tién cua to1, To1 cOng tac trong ti€u
doan cua Ong ta 18 thadng lan duy nhat




conversation he ever had with Lt.
McChrystal was at mile 18 of a 25-mile
road march, and he chewed my ass for
about 40 seconds. And I'm not sure that
was real interaction. But then a couple
of years later, when | was a company
commander, | went out to the National
Training Center. And we did an
operation, and my company did a dawn
attack -- you know, the classic dawn
attack: you prepare all night, move to
the line of departure. And | had an
armored organization at that point. We
move forward, and we get wiped out --
| mean, wiped out immediately. The
enemy didn't break a sweat doing
it. And after the battle, they bring this
mobile theater and they do what they
call an "after action review" to teach
you what you've done wrong. Sort of
leadership by humiliation. They put a
big screen up, and they take you
through everything: "and then you
didn't do this, and you didn't do this,
etc.” I walked out feeling as low as a
snake's belly in a wagon rut. And | saw
my battalion commander, because |
had let him down. And | went up to
apologize to him, and he said, "Stanley,
| thought you did great." And in one
sentence, he lifted me, put me back on
my feet, and taught me that leaders can
let you fail and yet not let you be a
failure.

07:28
When 9/11 came, 46-year-old Brig.
Gen. McChrystal sees a whole new

ong ta noi chuyén véi Trung uy
McChrystal 1a & dam 18 trén mot cudc
hanh quan 25 dam. va la ming t6i am 1
dén khoang 40 gidy. Toi khong chic
lan d6 c6 goi 1a tuong tac gitta ngudi
voi nguoi khong. Nhung sau d6 2 nam,
khi t61 1a mét chi huy cap uy, Toi1 roi
khoi trung tim dao tao quoc gia. Chulng
to1 1én duong hanh quan. nhom cua to1
tién hanh dot kich lac binh minh-- Ban
biét day, kiéu tan cong vao lic rang
sang rat kinh dién: chuan bi ca dém, di
quan t6i diém xuat kich. Toi c6 nguyén
doan quan dugc trang bi vii khi. Ching
to1 xong l1én va bi danh tan tac. Bi danh
tan ngay lap tire. Quan dich hau nhu
chang phai nho giot md hoi nao. Sau
tran danh, ho mang mdt rap hat di dong
dén va lam cai ma hoi goi 1a "nghiém
thu hau chién" dé day cho ban théy ban
da lam gi sai. Kiéu lanh dao bang cach
lam b& mat ha cép. Ho treo mot man
hinh 16n 1én, ho cho ban xem lai mo1
thir. "...Dang 1& anh phai lam thé nay,
anh da bo qua cai kia, v.v."T61 budc ra
khoi d6, cam thay é ché khdng khac gi
mot con ran vira bi xe ngua can bep

di. T6i phai dén gip chi huy tiéu doan
bai toi da lam 6ng ta that vong. Toi dén
dé xin 151, thi dng ta noi, "Standy, toi
nghi anh da lam rat tot." Chi bang mot
cau, ong Ay da vuc chi khi t6i day, gitp
toi dirng 1én trén d6i chan cua minh, va
day t6i mot diéu rang nha linh dao co
thé dé ban thua va tuy vay, s& khong dé
ban thanh mot ké thét bai.

07:28
Khi ngay 11/9 dén, Tuong McChrystal,
46 tudi, nhin thay mot thé gidi hoan




world. First, the things that are
obvious, that you're familiar with: the
environment changed -- the speed, the
scrutiny, the sensitivity of everything
now is so fast, sometimes it evolves
faster than people have time to really
reflect on it. But everything we do is in
a different context. More importantly,
the force that I led was spread over
more than 20 countries. And instead of
being able to get all the key leaders for
a decision together in a single

room and look them in the eye and
build their confidence and get trust
from them, I'm now leading a force
that's dispersed, and I've got to use
other techniques. I've got to use video
teleconferences, I've got to use

chat, I've got to use email, I've got to
use phone calls -- I've got to use
everything | can, not just for
communication, but for leadership. A
22-year-old individual operating
alone, thousands of miles from me, has
got to communicate to me with
confidence. I have to have trust in them
and vice versa. And | also have to build
their faith.And that's a new kind of
leadership for me.

08:42

We had one operation where we had to
coordinate it from multiple

locations. An emerging opportunity
came -- didn't have time to get
everybody together. So we had to get
complex intelligence together, we had
to line up the ability to act. It was
sensitive, we had to go up the chain of
command, convince them that this was

toan méi. Thir nhat 13 nhimg tht hién
nhién ma ban da qua quen thudc: moi
truong da thay doi-- toc do, su tinh

vi, tinh nhay bén ctia moi thir gio dién
ra nhanh qué, doi khi moi viéc tién
trién nhanh hon kha ning con nguoi co
thé thuc su kip suy nghi vé

chdng. Nhung tat ca nhitng viéc chung
ta lam déu nam trong cac hoan canh
khac nhau. Quan trong hon 1a luc
lrgng ma t61 1anh dao da mo rong trén
hon 20 nudc. Va thay vi c6 thé co tat
ca nhitng nguoi lanh dao then chét ngdi
trong mot phong de cung dua ra mot
quyet dinh va ta c6 thé nhin thang vao
mat ho, gitp ho xdy dung niém tin vao
chinh minh va dugc ho tin tudéng. Gio
day, t61 dang chi huy mot luc lugng
phan tan va phai dung nhirng thu phap
khac.T61 phai dung héi thdo qua video,
chat, e-mail, di¢n thoai-- T6i phai dung
moi thtr c6 thé khong chi dé thong tin
lién lac, ma dé chi huy. Mgt nguoi 22
tudi hoat dong don doc cach xa toi
hang ngan dam phai an tam khi lién lac
véi to1. Toi1 phai tin tudng ho va nguoc
lai. va to1 cling phai xay dung 1ong tin
& ho. d6 1a mot kiéu lanh dao méi doi
Vi toi.

08:42

C6 lan, chung t6i c6 mot chién dich doi
hoi phai phéi hop tir nhiéu dia diém
khac nhau. Mdi co héi xuét hi¢n --
khong c6 du thoi gian dé tu hop moi
nguoi lai. Nén chung téi gom cac thong
tin tinh bao lai chung t61 phai vach ra
kha nang hanh dong. Chuyén do rat
nhay cam. Chung t61 phai trinh 1én vé1
ban chi huy thuyét phuc ho rang day la




the right thing to do and do all of

this on electronic medium. We

failed. The mission didn't work. And so
now what we had to do is | had to
reach out to try to rebuild the trust of
that force, rebuild their confidence --
me and them, and them and me, and
our seniors and us as a force -- all
without the ability to put a hand on a
shoulder.Entirely new requirement.

09:31

Also, the people had changed. You
probably think that the force that |

led was all steely-eyed commandos
with big knuckle fistscarrying exotic
weapons. In reality, much of the force |
led looked exactly like you. It was
men, women, young, old -- not just
from military; from different
organizations, many of them detailed to
us just from a handshake. And so
instead of giving orders, you're now
building consensus and you're building
a sense of shared purpose. Probably the
biggest change was understanding that
the generational difference, the ages,
had changed so much. | went down to
be with a Ranger platoon on an
operation in Afghanistan,and on that
operation, a sergeant in the platoon had
lost about half his arm throwing a
Taliban hand grenade back at the
enemy after it had landed in his fire
team. We talked about the

operation, and then at the end | did
what | often do with a force like that. |
asked, "Where were you on 9/11?" And
one young Ranger in the back -- his

diéu can phai lam, va phai 1am n6 bang
cac cong cu dién tuir.Ching to1 da that
bai. Nhi¢ém vu khong thanh cong. Sau
d6, diéu can 1am 1a toi phai chi

dong cb xay dung lai long tin cia lyc
lugng,tai tao lai sy tu tin cho ho -- tOi
va ho, va ho va t61, va nhiing s quan
cép trén va chung t61 1a mét luc luong -
Tat ca déu lam dugc trir viée dat tay
1én vai khich 1¢ mot ai d6. Mot yéu cu
hoan toan moi.

09:31

Hon nita, con nguoi da thay doi. C6 18
ban cho réng luc luwgng ma 61 chi

dao toan la nhitng tay biét kich mat
lanh ndm dam thépmang theo minh
d6ng vii khi ky quic. Trén thuc

té, phan 16n binh linh cua toi trong
hoan toan gidng cac ban. Nam co, nir
co, tré co, gia c6 khong chi tir quan doi
ma con tir cac to chirc khac nhau, rat
nhiéu nguoi dugc ching toi cat cir chi
qua mot cai bat tay. Thé nén, thay vi
dua ra ménh I€nh, ban lai dang xay
dung su dong thuan va ban dang xay
dung y thie vé muyc dich chung cua tap
thé.Co 18 thay d6i 16n nhat 13 hiéu rang
su khac biét gitra cac thé hé. va tudi tac
da khéc trude rat nhiéu. Téi tim dén
mot trung doi Biét kich dang thuc hién
mot st m¢nh & Afghanistan, Lan

d6, mot trung si trong trung doi da mat
mot ntra canh tay khi ném tra mot qua
lwu dan cua Taliban vé lai phia ké

dich sau khi no roi vao chd doi anh
dang dimg. Chung t6i ban vé st ménh
d6. va cudi cung toi da lam diéu toi
thuong lam véi1 mdt doi quan nhu

vay. To6i hoi, "Cac cau da ¢ dau vao




hair's tousled and his face is red and
windblown from being in combat in the
cold Afghan wind -- he said, "Sir, | was
in the sixth grade.”" And it reminded

me that we're operating a force that
must have shared purpose and shared
consciousness, and yet he has different
experiences, in many cases a different
vocabulary, a completely different skill
set in terms of digital media than | do
and many of the other senior

leaders. And yet, we need to have that
shared sense.

11:22

It also produced something which | call
an inversion of expertise, because we
had so many changes at the lower
levels in technology and tactics and
whatnot, that suddenly the things that
we grew up doing wasn't what the
force was doing anymore. So how does
a leader stay credible and

legitimate when they haven't done what
the people you're leading are

doing? And it's a brand new leadership
challenge. And it forced me to become
a lot more transparent, a lot more
willing to listen, a lot more willing to
be reverse-mentored from lower. And
yet, again, you're not all in one

room. Then another thing. There's an
effect on you and on your

leaders. There's an impact, it's
cumulative. You don't reset, or
recharge your battery every time.

hom 11/9?" Mot cau linh biét kich tré
ngoi phia sau i-- toc rdi boi, mat do
burng va bat gi6 vi da chién dau trong
nhiing con gi6 lanh & Afghanistan Cau
dap, 'Luc do to1 hoc 16p 6, thua

xép." Piéu d6 nhic t6i nhd rang ching
toi dang van hanh mot luc lugng bude
phai chia sé cung muc tiéu va nhan
thirc. Nhung cau linh lai c6 nhiing kinh
nghi¢m sé)ng khéc, va nhiéu khi mét
kho tir nglt khac mot tap hop k¥ ndng
hoan toan khac vdi cac phuong tién
truyén thong sd hon han tdi va nhiéu
lanh dao cap cao khac. Tuy vdy, chung
t6i cling can co y thirc tap thé chung.

11:22

Piéu d6 ciling tao ra mot thir ma toi goi
1a dao nguoc chuyén mon vi & cac cap
thap, chiing ti c6 rat nhiéu thay

doi trong cong ngh¢, chién thuat, va
nhiéu nira roi dot nhién, nhirng diéu ma
chung toi da lam tir ngay tré dén

gi&r quan linh khong con dung dén
nhitng tht nhu vy nira. Vi vay, mot
nha lanh dao phai lam sao dé van dang
tin cdy va xing dang voi chie vu khi
ho chua bao gid 1am nhing thir ma cip
dudi dang lam? D6 chinh 1a mot thach
thirc hoan toan mai cho nha lanh

dao Va n6 budc to1 phdi trd nén rd rang
dé hiéu hon, san 10ng lang nghe nhiéu
hon, sdn 1ong dé cap dudi c6 van
nguoc lai cho minh hon Thé nhung,
mét 1an nita, khong phai tat ca moi
ngudi déu co thé ngdi trong mot
phong. Rdi mot diéu nira. Ban va cip
lanh dao cta ban chiu mot tac

dong. Mot tac dong tich liy. Khong
phai 1an nao ban ciing chinh lai, hay




12:13

| stood in front of a screen one night in
Irag with one of my senior officers and
we watched a firefight from one of our
forces. And | remembered his son was
in our force. And | said, "John, where's
your son? And how is he?" And he
said, "Sir, he's fine. Thanks for
asking." | said, "Where is he

now?" And he pointed at the screen, he
said, "He's in that firefight." Think
about watching your brother,

father, daughter, son, wife in a firefight
in real time and you can't do anything
about it. Think about knowing that over
time. And it's a new cumulative
pressure on leaders.

12:46

And you have to watch and take care of
each other. | probably learned the most
about relationships. | learned they are
the sinewwhich hold the force
together. | grew up much of my career
in the Ranger regiment. And every
morning in the Ranger regiment, every
Ranger -- and there are more than
2,000 of them -- says a six-stanza
Ranger creed. You may know one line
of it, it says, "I'll never leave a fallen
comrade to fall into the hands of the
enemy." And it's not a mindless
mantra, and it's not a poem. It's a
promise. Every Ranger promises every
other Ranger, "No matter what
happens, no matter what it costs me, if
you need me, I'm coming." And every

sac pin lai

12:13

Mot dém, t61 dung trudc man hinh &
Iraq cing v&i mot si quan cap

trén ching t61 dirng nhin mot toan quan
cua minh dang dep ltra.T61 nhé ra con
trai cia anh ta & trong quan cia

minh. T6i bén hoi," Nay John, con trai
anh dau? Cau bé thé nao?" Anh ta dap:
"N6 khoé, thua xép. Cam on anh da hoi
tham." T6i noi, "Gio né ¢ dau?" Anh ta
chi vao man hinh néi, " N6 dang dep
lira chd kia." Hay nghi vé viéc ban xem
anh trai hay bd con gai, con trai, hay vo
cua ban dang ctru lra ngoai doi va ban
khong the lam gi dé giup ho.Hay tuong
tugng rang ban biét diéu d6 trong nhiéu
nam. NO tich liiy dan thanh mot ap luc
moi 1én nguoi lanh dao.

12:46

Ban phai dirng nhin va cham so6c cho
nhau. C¢ 1€ t6i hoc dugc nhiéu nhat la
vé cac mdi quan hé. To6i hoc duoc rang
chung 13 stcc manh gitip gan két tap thé
lai v&i nhau. Trong phan 16n su nghiép
clia minh, t61 truéng thanh trong cac
trung doan biét kich. Mdi budi sang &
trung doan biét kich, moi linh biét kich
-- ¢6 hon 2000 ngudi - déu ndi sau cau
tin diéu cua linh biét kich. C6 thé ban
biét 1 dong trong d6. N6 nhu vay: "Toi
s& khong bao gio bo dong doi that thé
roi vao tay ke thu." No khong phai la
cau cira mi¢ng cling chang phai thi

ca Do 1a 101 thé nguyén. ma mdi linh
biét kich hira vdi cac linh biét kich
khé&c bat ké c6 chuyén gi xdy ra, bat ké




Ranger gets that same promise from
every other Ranger. Think about it. It's
extraordinarily powerful. It's probably
more powerful than marriage

vows. And they've lived up to it, which
gives it special power. And so the
organizational relationship that bonds
them is just amazing.

13:49

And | learned personal

relationships were more important than
ever. We were in a difficult operation
in Afghanistan in 2007, and an old
friend of mine, that | had spent many
years at various points of my career
with -- godfather to one of their kids --
he sent me a note, just in an

envelope, that had a quote from
Sherman to Grant that said, "I knew if |
ever got in a tight spot, that you would
come, if alive." And having that kind
of relationship, for me, turned out to be
critical at many points in my career.

14:22

And | learned that you have to give
that in this environment, because it's
tough. That was my journey. | hope it's
not over. | came to believe that a leader
isn't good because they're right; they're
good because they're willing to learn
and to trust. This isn't easy stuff.lIt's not
like that electronic abs machine where,
15 minutes a month, you get
washboard abs. (Laughter) And it isn't

cai gia phai tra 13 gi néu anh can t6i, toi
s& dén. Va mdi linh biét kich déu dugc
c4c linh khac hta cung mot diéu nhu
vay. Hiy nghi vé diéu d6. N6 c6 suc
manh ky di€u. C6 1€ ndé con manh hon
ca 10i thé wéc hon nhan. Va ho da séng
dung theo cau d6 khién no c6 sttc manh
dic biét Va soi day tap thé gin két

ho tr¢ nén ky diéu.

13:49

T6i da hoc duoc ring cac mdi quan hé
ca nhan con quan trong hon khi nao
hét. Chung t6i dang trong mdt chién
dich kho¢ khan tai Afganistan ndm
2007, mdt ngudi ban cli ma to1 da cod
nhiéu ndm trong sy nghiép ctia minh,
dong hanh cung 6ng 4y t6i con 1a cha
d& dau ctia mot trong nhitng dira con
ctia ho Ong 4y giri cho t6i mot manh
gidy bo trong phong thu, trong do c6
cau trich dan cua Sherman danh cho
Grant n6 néi, "T6i biét néu toi 1am vao
trac trd, thi néu con séng, ban s& dén
tim." C6 mdi quan hé nhu vay, véi
t0i, hoa ra la vo cung quan trong tai
nhiéu thoi diém trong su nghiép.

14:22

T61 hoc duoc réng ban phai danh tinh
cam cho nguoi khac trong moi truong
nhu thé nay, vi n6 13 mot moi trudng
khac nghiét. Do 14 doan duong toi da di
qua. Toi mong né chua chim dit. Toi
d3 tré nén tin tudng rang mot ngudi 1a
chi huy t6t khong phai vi ho ding;ma
ho tét vi ho sin long hoc hoi va tin
tuong ngudi khac. Diéu d6 khong hé
dé. N6 khong giéng vi may tap thé




always fair. You can get knocked
down, and it hurts and it leaves

scars. But if you're a leader, the people
you've counted on will help you

up. And if you're a leader, the people
who count on you need you on your
feet.

15:15
Thank you.

15:17
(Applause)

duc bung ma ctr tap 15 phit mot thang,
ban s& c6 mot cai bung ran chic nhu
bia. (Cuoi) Va doi khong phai lac nao
cling cong bang. Ban c6 thé bi ha

guc, va thay dau va c6 seo. Nhung néu
ban la mdt nguoi lanh dao, nhiing
ngudi ban tin can s& gitp ban dung
lén. Va néu ban 1a mot nguoi lanh

dao, nhiing nguoi trong cdy vao ban s¢
can ban dung viing trén chan minh.

15:15
Xin cam on

15:17
(VO tay)






