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John Toussaint, MD, is the founder and former 
CEO of Catalysis, a mission-driven, nonprofit 
organization developing programs to transform the 
healthcare industry to organizational excellence, one 
health system at a time. He is an internist, a former 
healthcare CEO, a coach, and the author of the 
bestseller On the Mend.

Kim Barnas is a recognized authority in creating 
fully integrated management systems in hospitals 
around the world. She is the current CEO of Catalysis, 
a former hospital president, and the author of Beyond 
Heroes: A Lean Management System for Healthcare, 
winner of the 2014 Shingo Prize for Research.

VISIT 
CREATEVALUE.ORG AND LEAN.ORG

Find proven strategies for cultivating principle-driven 
behaviors that can turn the remotest possibilities on the 
healthcare horizon into a new working reality.

This is more than a leadership guide to revolutionizing 
healthcare. This is about being a force for change 
that makes life better for patients, caregivers, and all 
stakeholders. If you want to take the lead in making 
change happen, start with Becoming the Change.

“John Toussaint and Kim Barnas have instigated and observed more experiments in organizational 
transformation in healthcare than anyone anywhere in the world. They have found that the key 
element in any sustainable transformation is new beliefs and management practices by leaders. In 
this book, they offer a plan for every healthcare leader to truly become the change in the quality 
and productivity of their organization—along with enhanced patient and employee experience—by 
first changing their own behavior. It isn’t easy and it requires perseverance. But it is possible, and 
Becoming the Change shows how.”

—JAMES P. WOMACK, Founder and Senior Advisor, Lean Enterprise Institute 

“Personal transformation without organizational transformation is difficult—it isn’t easy to be an island 
of lean thinking surrounded by a turbulent sea of conclusion-jumping followed by analysis paralysis. 
Becoming the Change means exactly that: the transformation we so desperately need today will 
occur only when leaders embrace the transformation personally.”

—JOHN SHOOK, Chairman, Lean Global Network 

“Becoming the Change shows leaders what behaviors they need to adopt to change their healthcare 
organizations and set them on a path of excellence.” 

—KEN SNYDER, Executive Director, Shingo Institute, Utah State University 

“Toussaint and Barnas call for a radically new way of leading our nation’s healthcare organizations. 
Do you lead with humility; ask a lot of questions; not pretend to have the answers; and create an 
organization where everyone is a problem solver? If not, you read this book at your peril. You are 
being asked to change a large part of who you are.”

—STEPHEN M. SHORTELL, PHD, MPH, MBA, Dean Emeritus and Co-Director of the Center for 
Lean Engagement and Research (CLEAR) in Healthcare, School of Public Health, UC-Berkeley 

“Becoming the Change provides much needed practical advice to healthcare leaders at all levels on 
both the reflection and actions required to change their leadership behaviors.”

—PETER WARD, Richard M. Ross Chair in Management and Director of the 
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THE NEW APPROACH TO LEADERSHIP THAT’S 
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Leadership Behavior Strategies for 
Continuous Improvement in Healthcare

“A wonderful resource for leaders, with case studies and ideas drawn from successful organizations. 
The framework and tools are helpful for healthcare leaders at all levels and in all sites.”

—MAUREEN BISOGNANO, President Emerita and Senior Fellow, IHI
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Healthcare is in the midst of a massive disruption. 
With financial structures in tatters and the future 
uncertain, this is the moment to begin the revolution. 
But first, leaders need to learn how to support staff at 
all levels as they make transformational improvements 
in care. This book demonstrates that real change is very 
personal and has to start at the top—whether you’re 
an executive, governing board member, manager, or 
physician.

A powerful new approach to healthcare leadership, 
this book showcases executives in health systems 
around the world as they:

•	 Practice behavior-based solutions to 
organizational problems

•	 Learn how to support continuous improvement

•	 Be more present in their leadership role 

•	 Learn how to reflect and assess  
themselves as leaders

•	 Achieve better results for patients

Drawing on a wealth of behavioral research, 
industry case studies, and personal insights from 
healthcare professionals, the authors explore how 
change actually happens—from the inside out, 
top to bottom, throughout the whole organization. 
You’ll learn how healthcare systems led by people 
who are compassionate, principled, and engaged 
can undergo profound and lasting transformation. 

Two renowned experts in healthcare 
transformation show how leaders 
are implementing behavior-driven 

strategies to ensure quality care and 
create lasting change.
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“John Toussaint and Kim Barnas have instigated and observed more experiments in organizational 
transformation in healthcare than anyone anywhere in the world. They have found that the key 
element in any sustainable transformation is new beliefs and management practices by leaders. In 
this book, they offer a plan for every healthcare leader to truly become the change in the quality 
and productivity of their organization—along with enhanced patient and employee experience—by 
first changing their own behavior. It isn’t easy and it requires perseverance. But it is possible, and 
Becoming the Change shows how.”

—JAMES P. WOMACK, Founder and Senior Advisor, Lean Enterprise Institute

“Organizational transformation without personal transformation is impossible. Becoming the Change 
means exactly that: the transformation we so desperately need today will occur only when leaders 
embrace the transformation personally.”

—JOHN SHOOK, Chairman, Lean Global Network

“Becoming the Change shows leaders what behaviors they need to adopt to change their healthcare 
organizations and set them on a path of excellence.” 

—KEN SNYDER, Executive Director, Shingo Institute, Utah State University

“Toussaint and Barnas call for a radically new way of leading our nation’s healthcare organizations. 
Do you lead with humility; ask a lot of questions; not pretend to have the answers; and create an 
organization where everyone is a problem solver? If not, you read this book at your peril. You are 
being asked to change a large part of who you are.”

—STEPHEN M. SHORTELL, PHD, MPH, MBA, Dean Emeritus and Co-Director of the Center for
Lean Engagement and Research (CLEAR) in Healthcare, School of Public Health, UC-Berkeley 

“Becoming the Change provides much needed practical advice to healthcare leaders at all levels on 
both the reflection and actions required to change their leadership behaviors.”

—PETER WARD, Richard M. Ross Chair in Management and Director of the
Center for Operational Excellence, Ohio State University
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John Toussaint, MD, is the founder and former
CEO of Catalysis, a mission-driven, nonprofit 
organization developing programs to transform the 
healthcare industry to organizational excellence, one 
health system at a time. He is an internist, a former 
healthcare CEO, a coach, and the author of the 
bestseller On the Mend.

Kim Barnas is a recognized authority in creating
fully integrated management systems in hospitals 
around the world. She is the current CEO of Catalysis, 
a former hospital president, and the author of Beyond 
Heroes: A Lean Management System for Healthcare, 
winner of the 2014 Shingo Prize for Research.
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Find proven strategies for cultivating principle-driven 
behaviors that can turn the remotest possibilities on the 
healthcare horizon into a new working reality.

This is more than a leadership guide to revolutionizing 
healthcare. This is about being a force for change 
that makes life better for patients, caregivers, and all 
stakeholders. If you want to take the lead in making 
change happen, start with Becoming the Change.

Healthcare is in the midst of a massive disruption. 
With financial structures in tatters and the future 
uncertain, this is the moment to begin the revolution. 
But first, leaders need to learn how to support staff at 
all levels as they make transformational improvements 
in care. This book demonstrates that real change is very 
personal and has to start at the top—whether you’re 
an executive, governing board member, manager, or 
physician.

A powerful new approach to healthcare leadership, 
this book showcases executives in health systems 
around the world as they:

• Practice behavior-based solutions to
organizational problems

• Learn how to support continuous improvement

• Be more present in their leadership role

• Learn how to reflect and assess
themselves as leaders

• Achieve better results for patients

Drawing on a wealth of behavioral research, 
industry case studies, and personal insights from 
healthcare professionals, the authors explore how 
change actually happens—from the inside out, 
top to bottom, throughout the whole organization. 
You’ll learn how healthcare systems led by people 
who are compassionate, principled, and engaged 
can undergo profound and lasting transformation. 
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“John Toussaint and Kim Barnas have instigated and observed more experiments in organizational 
transformation in healthcare than anyone anywhere in the world. They have found that the key 
element in any sustainable transformation is new beliefs and management practices by leaders. In 
this book, they offer a plan for every healthcare leader to truly become the change in the quality 
and productivity of their organization—along with enhanced patient and employee experience—by 
first changing their own behavior. It isn’t easy and it requires perseverance. But it is possible, and 
Becoming the Change shows how.”

—JAMES P. WOMACK, PHD, Founder and Senior Advisor, Lean Enterprise Institute 

“Personal transformation without organizational transformation is impossible. Becoming the Change 
means exactly that: the transformation we so desperately need today will occur only when leaders 
embrace the transformation personally.”

—JOHN SHOOK, Chairman, Lean Global Network 

“Becoming the Change shows leaders what behaviors they need to adopt to change their healthcare 
organizations and set them on a path of excellence.” 

—KEN SNYDER, Executive Director, Shingo Institute, Utah State University 

“Toussaint and Barnas call for a radically new way of leading our nation’s healthcare organizations. 
Do you lead with humility; ask a lot of questions; not pretend to have the answers; and create an 
organization where everyone is a problem solver? If not, you read this book at your peril. You are 
being asked to change a large part of who you are.”

—STEPHEN M. SHORTELL, PHD, MPH, MBA, Dean Emeritus and Co-Director of the Center for 
Lean Engagement and Research (CLEAR) in Healthcare, School of Public Health, UC-Berkeley 

“Becoming the Change provides much needed practical advice to healthcare leaders at all levels on 
both the reflection and actions required to change their leadership behaviors.”

—PETER WARD, Richard M. Ross Chair in Management and Director of the 
Center for Operational Excellence, Ohio State University
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John Toussaint, MD, is the founder and former 
CEO of Catalysis, a mission-driven, nonprofit 
organization developing programs to transform the 
healthcare industry to organizational excellence, one 
health system at a time. He is an internist, a former 
healthcare CEO, a coach, and the author of the 
bestseller On the Mend.

Kim Barnas is a recognized authority in creating 
fully integrated management systems in hospitals 
around the world. She is the current CEO of Catalysis, 
a former hospital president, and the author of Beyond 
Heroes: A Lean Management System for Healthcare, 
winner of the 2014 Shingo Prize for Research.

VISIT 
CREATEVALUE.ORG AND LEAN.ORG

Find proven strategies for cultivating principle-driven 
behaviors that can turn the remotest possibilities on the 
healthcare horizon into a new working reality.

This is more than a leadership guide to revolutionizing 
healthcare. This is about being a force for change 
that makes life better for patients, caregivers, and all 
stakeholders. If you want to take the lead in making 
change happen, start with Becoming the Change.

Healthcare is in the midst of a massive disruption. 
With financial structures in tatters and the future 
uncertain, this is the moment to begin the revolution. 
But first, leaders need to learn how to support staff at 
all levels as they make transformational improvements 
in care. This book demonstrates that real change is very 
personal and has to start at the top—whether you’re 
an executive, governing board member, manager, or 
physician.

A powerful new approach to healthcare leadership, 
this book showcases executives in health systems 
around the world as they:

•	 Practice behavior-based solutions to 
organizational problems

•	 Learn how to support continuous improvement

•	 Be more present in their leadership role 

•	 Learn how to reflect and assess  
themselves as leaders

•	 Achieve better results for patients

Drawing on a wealth of behavioral research, 
industry case studies, and personal insights from 
healthcare professionals, the authors explore how 
change actually happens—from the inside out, 
top to bottom, throughout the whole organization. 
You’ll learn how healthcare systems led by people 
who are compassionate, principled, and engaged 
can undergo profound and lasting transformation. 
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“A wonderful resource for leaders, with case studies and ideas drawn from successful organizations. 
The framework and tools are helpful for healthcare leaders at all levels and in all sites.”

—MAUREEN BISOGNANO, President Emerita and Senior Fellow, IHI
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“John Toussaint and Kim Barnas have instigated and observed more experiments in organizational 
transformation in healthcare than anyone anywhere in the world. They have found that the key 
element in any sustainable transformation is new beliefs and management practices by leaders. In 
this book, they offer a plan for every healthcare leader to truly become the change in the quality 
and productivity of their organization—along with enhanced patient and employee experience—by 
first changing their own behavior. It isn’t easy and it requires perseverance. But it is possible, and 
Becoming the Change shows how.”

— JAMES P. WOMACK, PHD, Founder and Senior Advisor, Lean Enterprise Institute 

“Personal transformation without organizational transformation is impossible. Becoming the Change 
means exactly that: the transformation we so desperately need today will occur only when leaders 
embrace the transformation personally.”

— JOHN SHOOK, Chairman, Lean Global Network 

“Becoming the Change shows leaders what behaviors they need to adopt to change their healthcare 
organizations and set them on a path of excellence.” 

— KEN SNYDER, Executive Director, Shingo Institute, Utah State University 

“Toussaint and Barnas call for a radically new way of leading our nation’s healthcare organizations. 
Do you lead with humility; ask a lot of questions; not pretend to have the answers; and create an 
organization where everyone is a problem solver? If not, you read this book at your peril. You are 
being asked to change a large part of who you are.”

— STEPHEN M. SHORTELL, PHD, MPH, MBA, Dean Emeritus and Co-Director of the Center for 
Lean Engagement and Research (CLEAR) in Healthcare, School of Public Health, UC-Berkeley 

“Becoming the Change provides much needed practical advice to healthcare leaders at all levels on 
both the reflection and actions required to change their leadership behaviors.”

— PETER WARD, Richard M. Ross Chair in Management and Director of the 
Center for Operational Excellence, Ohio State University
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John Toussaint, MD, is the founder and former 
CEO of Catalysis, a mission-driven, nonprofit 
organization developing programs to transform the 
healthcare industry to organizational excellence, one 
health system at a time. He is an internist, a former 
healthcare CEO, a coach, and the author of the 
bestseller On the Mend.

Kim Barnas is a recognized authority in creating 
fully integrated management systems in hospitals 
around the world. She is the current CEO of Catalysis, 
a former hospital president, and the author of Beyond 
Heroes: A Lean Management System for Healthcare, 
winner of the 2014 Shingo Prize for Research.

VISIT 
CREATEVALUE.ORG AND LEAN.ORG

Find proven strategies for cultivating principle-driven 
behaviors that can turn the remotest possibilities on the 
healthcare horizon into a new working reality.

This is more than a leadership guide to revolutionizing 
healthcare. This is about being a force for change 
that makes life better for patients, caregivers, and all 
stakeholders. If you want to take the lead in making 
change happen, start with Becoming the Change.

Healthcare is in the midst of a massive disruption. 
With financial structures in tatters and the future 
uncertain, this is the moment to begin the revolution. 
But first, leaders need to learn how to support staff at 
all levels as they make transformational improvements 
in care. This book demonstrates that real change is very 
personal and has to start at the top—whether you’re 
an executive, governing board member, manager, or 
physician.

A powerful new approach to healthcare leadership, 
this book showcases executives in health systems 
around the world as they:

•	 Practice behavior-based solutions to 
organizational problems

•	 Learn how to support continuous improvement

•	 Be more present in their leadership role 

•	 Learn how to reflect and assess  
themselves as leaders

•	 Achieve better results for patients

Drawing on a wealth of behavioral research, 
industry case studies, and personal insights from 
healthcare professionals, the authors explore how 
change actually happens—from the inside out, 
top to bottom, throughout the whole organization. 
You’ll learn how healthcare systems led by people 
who are compassionate, principled, and engaged 
can undergo profound and lasting transformation. 
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Two renowned experts in healthcare 
transformation show how leaders 
are implementing behavior-driven 

strategies to ensure quality care and 
create lasting change.

the Change

John Toussaint, MD  |  Kim Barnas
with Emily Adams

Leadership Behavior Strategies for 
Continuous Improvement in Healthcare

“A wonderful resource for leaders, with case studies and ideas drawn from successful organizations. 
The framework and tools are helpful for healthcare leaders at all levels and in all sites.”

— MAUREEN BISOGNANO, President Emerita and Senior Fellow, IHI
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