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Dedicated to those leaders who strive
to make the world of work a better place
for those who work for them.

To lead is a privilege, not a right.






01

02

03

CONTENTS

About the author xi
Foreword by X xii
Acknowledgments xiv

Introduction: Learning to swim 1

Getting Started with a Heart of Transformation 7

What is at the heart of transformation? 7

Why did I write this book? 10

Why another book on change or transformation? 11
Digital transformation requires human transformation 12
The human capabilities that drive transformation 16
Endnotes 19

Why Does Our Digital World Demand a Human Solution? 21

Too many things to too many people 21

The stagnation of human systems in a world of rapidly advancing
technology 25

A brief history of organizations 26

Talking *bout a revolution 29

Recoding our brains, for change 31

The role of group dynamics in individual change 34

How to hack change 35

Endnotes 36

The Challenge of Change 37
They myth of changing your mind 37

The central problem of change management 39
How the nature of change is changing 40

Leaders need to guide adaptive change 42



viii CONTENTS

Change is personal—and hard 44

Moving from problem solving to problem finding 45

The six human capabilities required for adaptive change 47
Living the six capabilities 49

Endnotes 49

04 Exploring Before Executing 51

A story of execution 51

Becoming a digital industrial 52

What is execution? 58

The five questions of Exploring Before Executing 61
Curiosity is at the heart of transformation 65

Tools for transformation—operationalizing your curiosity 68
Making it real—three times with your whole heart 69
Endnotes 70

05 Learning Before Knowing 71

A story of learning 71

The journey from labor to knowledge to learning 73
How technology advances demand human advances 78
Learning to learn 80

Why my truth is truer than yours 81

The truth that saves can also derail us 84

The five questions of Learning Before Knowing 88
Learning from the best—the art of self-interrogation 91
Making it real—learning out loud; the art of the debrief 93
Tools for transformation—the debrief 94

Endnotes 97

06 Changing Before Protecting 99

An intersection of friends 99

A story of not protecting 101

Why protecting might not be good protection 105

The five questions of Changing Before Protecting 108

Learning from the best—the virtue of small recoverable tests 111



07

08

09

10

CONTENTS

When bold changes are needed 118
Endnotes 119

Pathfinding Before Path Following 121

A story of pathfinding 121

From following the path to finding the path 128

Losing control to gain engagement 129

The five questions (plus one) of Pathfinding Before Path Following 136
Endnotes 143

Innovating Before Replicating 145

A story of innovating 145

The replication religion 148

The costs and rewards of fearlessness 150

Challenging assumptions with platform thinking 151

The five questions of Innovating Before Replicating 155
Learning from the best—the awesomeness of awkwardness 161
Tools for transformation—turning awkward into forward 162
Endnotes 164

Humanizing Before Organizing 165

A story of humanizing 165

The problem with scientific management in a digital age 169
Why personizing matters more 171

Schein’s levels of relationships 173

Get engaged with goals before roles 180

The five questions of Humanizing Before Organizing 184
Endnotes 187

Your Heart of Transformation—Making It Strong 189

Getting started building your heart of transformation 189

Begin the begin—how do you start building a heart of
transformation? 191

Being foolish for fun and profit 194

Where do you start building a heart of transformation? 195



X

CONTENTS

Your roadmap to a heart of transformation 197

Learning from the best—analyze and then aggregate to see your
patterns 201

Finding your pacemakers for your heart of transformation 204

The value of thinking time to a heart of transformation 206

Getting help with your thinking time for a heart of
transformation 208

Finding your thinking group for a heart of transformation 209

Tools for transformation—building heart health 210

Your story is still being written 211

Endnotes 213

Index 215



ABOUT THE AUTHOR

Michael Leckie has spent his career helping people make sense out of
the world around them. He knows that it is the stories we share that
guide us in discovering what we might become and living up to all we
can be. He has been sharing the stories of change and transformation
for over 20 years in all parts of the world. In his work with Gartner’s
Executive Programs, he led the work to reshape what the idea of help
truly meant to Gartner’s CXO clients and to ensure that his teams
worked with their clients to find the right problems, not just work on
solutions to the problems presented. He discovered that it is rarely
the technology that is the issue in a digital world, it is our ability to
catch up to our technological advances, how we see that digital world
and see ourselves in it.

In addition to his time at Gartner, Michael has held global roles for
industry-leading companies in both people-centered roles and in
general management. Before forming Silverback Partners, Michael
was at General Electric’s world-renowned Crotonville Leadership
Learning Center where he was the Chief Learning Officer for digital
industrial transformation. In this role he worked to help a 125-year-
old company transform its culture into one suited to a digital
world—where change was a core capability of the people and leader-
ship. He was also Chief Learning Officer and Global Head of Talent
and Development for Bloomberg.

Michael currently lives in Connecticut with his family. He is privi-
leged to have some wonderful clients with whom he partners to drive
change and create the company cultures for a better tomorrow, and
to try to fulfill his own personal mission to make the world a better
place to live and work, one organization at a time. He places more
importance on learning before knowing (you’ll find out more about
that in the book) and he strives to never take himself too seriously.

If you like what Michael does and says then feel free to reach out
and connect via LinkedIn, his website, or a multitude of social media
channels. If he can be of help to you, he will.



FOREWORD

Text to come.



FOREWORD xiii



ACKNOWLEDGMENTS

Let me just start by apologizing to those whom I am going to inad-
vertently, but almost surely, leave out of these acknowledgments.
I know that this will happen because of two reasons. The first is that
[ am absolutely fallible. The second is that I have been helped,
supported, guided, encouraged, and loved by more people than
anyone has a right to, and for that I am deeply grateful. I will do my
best here but, if you are one of those whose name does not appear
here when it should, know that I will realize this at some point and
will try to thank you personally.

With that said, let me start by thanking Kathe Sweeney, Heather
Wood, and the whole team at Kogan Page for believing in me and in
this book. Your enthusiasm has been humbling and inspiring and
your guidance has been on point at all times. Thank you to my guru
of marketing, products, and all things media, Fei Wu. I appreciate
your partnership and your friendship; this is how work is supposed
to work. Thank you to Chris Worley for giving me the perfect love—
hate relationship as my thesis advisor decades ago and thank you for
the love and support relationship it has become. Thanks to Sue
Mohrman for bringing me in to your world and for giving me not
only your friendship but a practical Masters in organization design
by proxy in our work together. To all of those who were a part of my
Pepperdine MSOD experience so many years ago, thank you for the
solid foundation of deep learning, strong practice, and developing my
self-as-instrument (with special thanks to Miriam Lacey for telling
me MSOD was where I belonged).

I owe a debt of gratitude for those of you who contributed to,
through interviews, the writing of this book. Courtney Hohne, Barry
Calpino, Rob Wengel, Joe Whittinghill, Bob Moesta, Erich
Joachimsthaler, and others who have given me insight and ideas that
show up in this book. And, of course, to my indispensable and dear
friends, mentors, supporters, challengers, traveling companions, and



ACKNOWLEDGMENTS

men of great sartorial shoe sense (long live Jefferey-West!), Mark
Bowden and Michael Bungay Stanier.

From the world of work, my thanks to Brad Diede and Ray
Piantanida for getting me started and investing in a supremely green
young man. To Jean-Claude Casavant for being a great classmate,
friend, colleague, mentor, and boss—your impact is beyond measure.
To Don Martin for taking a chance on an unproven guy from
California with a lot of dreams and a little experience. Thank you to
Ron Oberlander for setting an example and showing what a CEO
could be. Thanks to Pat Pruden and Todd Antonelli for showing me
how to turn what I knew into commercial success and for investing
in me. Thank you to Robert Reiss for lending a helping transitional
hand when I needed it most. Thank you to Stuart Levine and the rest
of the team at Stuart Levine & Associates. Stuart, [ appreciate your
taking the chance and I appreciate the ongoing support over the years
(and some really good wine). My thanks to my countless supporters
and influences from my wonderful Gartner years; Alan Miller, Dale
Kutnick, Jose Ruggero, Dave Aron, Chris Howard, David Meredith,
and so many countless others who have, and continue to, support me.
I can’t list all the wonderful people who let me lead them at Gartner,
but all of you made me a better leader every day. The privilege of
leading your betters is something all leaders should experience for the
humility and growth it brings. My thanks to Jack Ryan, Jennifer
Waldo, Ann Johnston, Rik Dryfoos, Paul Fama, and the many
wonderful and whip-smart colleagues I worked with at GE. Thanks
to Suzy Walther and Jig Ramji; it was brief, but we met each other
and that has real value to me. And thanks to great clients like Terry
Waters and Gabriel Arreaga for letting me have the distinct pleasure
of working with you. It is people like you who make my career choice
such a joy.

Personally, there are some dear friends who are the kind of people
anyone needs to carry them through. Mohammed “Khal” Khalid,
thanks for being my brother from another mother. Geoff “Coach”
Thomas and Jan “The Flying Dutchman” Schole for being my Team

K tribe and kicking my backside into gear for a healthier and fitter
life.

XV



XVi

ACKNOWLEDGMENTS

Thank you to my Mom and Dad. Momma Sharon, we still miss
you every single day. You were always my number one fan and made
me believe I could do and be anything. This book would have made
you so happy. You left us far too soon. Pop, thank you for giving me
some of your gifts, especially that of your sense of humor and your
talent for telling a tale (completely accurate or slightly embellished).
I’m sorry that I’ve become a better Casino player than you but that’s
just how it goes. One day you’re on top and the next you’re sliding
down the slippery slope of slopdom.

And to my sons, Charlie and James. You make me proud every day
with your kindness, your thoughtfulness and intelligence, your
compassion, and the great sense of silliness and joy you bring into
our lives. I'm proud of this book, but you’re the best thing I’ve ever
made by far (with your Mom’s help, of course).

Finally, this book is dedicated to Molly. You are everything I could
have wanted and more than I could have asked for. The elation of
being married to you has lifted me up and carried me forward during
the many times I felt weakened or defeated. Your laughter is my
favorite sound, and I am beyond delighted that you are not only my
partner in life but my best friend too. Words cannot express.



