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Personalization: “Inclusion 
is about concentrating the 
what (i.e., the directive, 
the goal) and distributing 
the how.”  Give 
subordinates reasonable 
freedom to personalize 
how to execute the tasks 
you have designated.  Let 
them amaze you with 
their creativity. 

PrPrioior r toto bbececomoming Chair of the Joint
ChChieiefsfs oof f StStafafff, GEN Martin Dempsey,
CoCommmmanandeder, U.S. Army Training and
DoDoctctririnne Command, flew to the remote
momouuntains of Afghanistan to evaluate how
jujunior leaders were adapting to fighting
the Global War on Terror (GWOT).
He wanted to improve Soldier training 
for this evolving environment. His visit 
to a frontline infantry captain was eye-
opening, and he marveled at the wisdom
of this young officer who introduced
him to Ori Brafman’s classic book on
leaderless organizations, The Starfish and
the Spiderp (which would become a modelr
for understanding terrorists arranged
in networks).  Upon his return to the 
United States, GEN Dempsey invited
Mr. Brafman to advise him on possible 

ststraratetegigieses tthahat t ArArmymy lleaeadedersrs ccououldld use as 
ththee GWGWOTOT cconontitinunueded.

OrOrii BrBrafafmaman n isis aann UUniversity of 
CaCalilifofornrniaia,, BeBerkrkeleleyey (UC Berkeley)
prprofofesessosor r whwho o glgladadlyly engaged with GEN 
DeDempmpsesey.y. TThehey formed a strong bond, 
brbriningigingng aa uunique, combined perspective 
toto tthehe ttopopic of leadership in the post-9/11 
erera.a. BBased on their nearly decade-long 
coconversations, they decided to produce
leadership guidelines for the rapidly 
changing world in which we now find
ourselves.

Two of the most important evolutions
that they describe in the operating 
environment are the “digital echo” and
the increasing “power of narratives.”

The digital echo represents 
the lightning fast speed with which
“information” is passed through the 
internet and social media, often at the 
cost of accuracy and honesty. This creates
challenges for leaders, often putting them
in a reactive, as opposed to proactive, 
leadership stance. We have all seen how
“information” surrounding political
issues can spiral out of control, only later
to be proven inaccurate or just plain 
wrong. Regardless, leaders often spend
an inordinate amount of time dealing
with these types of situations.

The power of narratives is also
rising at a rapid rate.  In the past, we
would often find that most people had 
a shared understanding of the facts of a

situation. More recently, it appears that
those on different sides of an argument 
are in a rush to create a narrative that
favors their side, with both sides spinning 
the latest news, making it difficult to 
discern fact from opinion. Mr. Brafman 
dissects the narratives surrounding the 
2017 UC Berkeley visit by conservative
activist Milo Yiannopoulos as a classic 
example of how EVERYONE got the
story wrong.

Why is this so important? Facts 
depend on expert validation to persist, 
while narratives simply need to be retold.
“Narrative battles” are not won by simply 
proving that the opposing narrative is in
some way inaccurate; they are won by
drowning out the counter-message!

While the world and operating 
environment has been rapidly changing,
leadership techniques have not adjusted
at the same pace.  For the remainder of 
the book, the authors share their concept 
of radical inclusion and recommend
techniques that can be used to foster
success in these evolving times. They 
include anecdotes from GEN Dempsey’s
impressive 41-year military career and
Mr. Brafman’s unique experiences at 
Berkeley.

Real inclusion is NOT about letting 
just anyone in; it’s about understanding
the pillars of inclusion:

Participation: allow everyone in the 
organization (like a captain in remote

leadership book series

Radical Inclusion: What the Post-9/11 World Should Have 
Taught Us About Leadership

GGEENN ((RR)) MMAARRTTIINN DDEEMMPPSSEEYY AANNDD OORRII BBRRAFMAN.
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Afghanistatan)n) tthehe oopppporortutuninityty tto o imimpapactct
the entire orggananizizatatioionn

Personalization: “I“Incnclulusisionon iiss ababouout t
concentrating the whwhatat (i(i.e.e.,., tthehe
directive, the goal) and distrtribibututining g ththe e
how.” Give subordinates reasasononabablele
freedom to personalize how to exececutute e 
the tasks you have designated. LeLet t 
them amaze you with their creativity.

Purpose: create sense of belonging/
commitment to your organization for
ALL members

Inclusive Leader recommendations in 
this new environment:

1. Give them memories
a. Most important responsibility 

leaders have, make people feel
they belong 

b. Types of Memories to give:
i. Successes
ii. Failures
iii. Being cared for
iv. What right looks like
v. What wrong looks like

2. Make it matter (connect effort with 
meaning)
a. GEN Dempsey has kept a

box with a card for each of the 
Soldiers that have died under
his command on his desk as a
continual reminder why what 
he does matters so much

b. We all want to believe that our
efforts make a difference. It is 
the leader’s responsibility to
make sense of things for their
followers, so they understand
how their actions fit into the
big picture.

3. Learn to imagine
a. Wayne Gretzky, arguably the 

greatest Hockey player of all 
time, attributed his amazing
success to “skating where the 

pupuckck iis s gogoining,g, nnotot tto o whwherere e itit hhasas
bebeenen ”.”

b.b. DeDefifininititionon oof f imimagagininatatioion:n:
“a“a lleaearnrneded aattttriribubutete;; sosomeme
cocombmbininatatioion n ofof ttraraininining,g,
exexpeperirienencece aandnd eeveventntuaualllly y 
ininststininctct tthahat t prprododucuceses ccrereatativivitity y 
inin ccomomplplexex eenvnvirirononmementnts s atat tthehe
spspeeeed d ofof TTEAEAMWMWORORK”K”

4.4. DeDevevelolop p a a bibiasas fforor aactctioion n (p(prereveventnt
dedecicisisionon ppararalalysysisis))
a. ReRecocogngnizize e ththatat ““inin oourur ccomomplplexex

woworlrld,d, lleaearnrnining g isis aactctivive e anand d 
iteratativive;e; wwe e neneeded tto o acact,t, aassssesess,s,
and act agagaiain”n” fforor ooptptimimalal rresesulultsts..

5. Co-create conttexextt
a. Recognize thatat tthehe bbesest t idideaeas s dodo

not always (or eveen n ofofteten)n) ccomome e
from the top of the orrgaganinizazatitionon. . 
Figure out a way to collababororatate e atat
EVERY level of the organizatatioion,n,
especially from those on thehe
front lines.

b. How do you ensure that everyone 

hahass anan oopppporortutuninityty fforor iiinpnpnpututut iin n n a a a 
titimemelyly mmanannener?r?

6.6. ReRelilinqnquiuishsh cconontrtrolol ttoo bubuilild d annanddd
susuststaiain n popowewerr
a.a LeLeadaderershshipip bbyy coconcncreretete

dodomiminanancnce e isis iincncrereasasininglgly y 
ununsusuststaiainanablble e inin ttododayay’s’s oopeperaratitingng
enenviviroronmnmenent.t ThThee momostst eeffffecectitiveve
leleadadererss wiwillll aallllowow cconontrtrolol tto o flflowow
ouout t ofof ttheheirir hhanandsds aandnd iintntoo ththee 
cacapapablble,e, ttrarainineded hhanandsds oof f ththe e 
memembmberers s ofof oourur oorgrgananizizatatioionsns..

b.b. “R“Reaeal l popowewer r isis mmeaeasusurered d nonot t 
inin ddegegreree e ofof cconontrtrolol bbutut rratatheher r 
inin tthehe aabibililityty ttoo fifindnd ooptptimimumum,,
afaffofordrdabablele, , enenduduriringng ssololututioionsns tto o 
cocompmplelex x prproboblelemsms.”.”

RaRadidicacal l InInclclususioion n isis aa ssupupererb b adaddidititionon
toto tthehe lleaeadedersrshihip p lilibrbrarary y ofof tthehe 2211stst ccenentuturyrytt

leleadaderer wwhoho rrececogogninizezes s ththee chchanangigingng
enenviviroronmnmenent t anandd wawantntss toto mmaxaximimizizee ththee 
enengagagegemementnt ooff alalll memembmbererss ofof hhisis oorr heherr tt
orgaganinizazatitionon..
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When you join Northwest Permanente, P.C., 
you will have the chance to practice in an 
environment that offers ample opportunity 
to pursue and achieve your personal and 
professional goals. You will benefit from a 
comprehensive network of support services 
and a talented team of colleagues who share 
your passion for medicine and patient care. 

We invite you to consider Primary Care or 
Urgent Care opportunities with our physician- 
managed, multi-specialty group of over 1,500 
physicians and clinicians who care for over 
600,000 members throughout Oregon and 
Southwest Washington.

Apply at: http://nwp.kpphysiciancareers.com. 
Please contact Sr. Recruiter, Marisa Walter, at 
Marisa.E.Walter@kp.org or 503-813-1045, with 
any questions. EOE

PRIMARY CARE and 
URGENT CARE
PHYSICIANS
Opportunities available in Portland 
and Salem, Oregon, and Southwest 
Washington, including Longview. 

Our physicians enjoy: 

• Competitive salary and 
   benefit package

• Student loan assistance

• Education stipend and leave 
   for continued medical education  
• Professional liability coverage

• Generous retirement programs

Join us and be a part of 
something unique, something 
special, something that matters.

Northwest Permanente 
®


