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Introduction: The Moment for Execution

Margins are tightening. Costs are climbing. The workforce is stretched. And yet, the expectations have never
been higher. This is not about incremental improvement. It's about reigniting momentum and delivering results
that most believed were out of reach.

Empactful Advisors brings a proven, fast-moving approach to help hospitals recover margin, refocus teams,
and reestablish operational clarity — without compromising care. Financial headwinds are accelerating, yet
many responses are still reactive.

High-performing organizations aren’t just cutting costs. They're:

Reprioritizing what Executing with speed, Empowering their teams
drives margin not perfection to deliver results faster

Empactful Those who wait risk losing control of the narrative — internally and externally.
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Why traditional strategies aren’t enough

Traditional strategic planning cycles — often annual,
slow, and siloed — can’t keep pace with today’s
realities. Many organizations rely on outdated
assumptions, prioritize perfection over progress, and
overlook the frontline's potential to solve problems
in real time. Strategy documents gather dust while
performance stalls.

The new imperative: being execution-ready

High-performing hospitals don’t wait for perfect
conditions. They act with urgency, align their teams
quickly, and build execution muscle across every layer
of the organization. This eBook outlines how your
hospital can do the same — achieving measurable
margin gains in just 90 days.
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m 1. Reimbursement volatility

-

Margins are under siege from policy
shifts, payer negotiations, and court
rulings. Execution-ready hospitals don't
just chase reimbursement — they build
flexibility into operations so they can
adapt to any funding climate.

. System-wide cost pressure

Labor, supply chain, pharma — costs are
rising everywhere. The ability to mobilize
quickly, cut waste, and reallocate
resources without delay gives your
system an edge.
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The 4 macro-forces reshaping hospitals:

B

Headwinds Are Inevitable — But They’re Also Your Advantage

2. Intensifying competition from

ASCs/outpatient players

The competition is leaner, faster, and
more focused. ASCs are redefining patient
expectations. Execution-readiness
helps hospitals compete not just on
quality — but on speed, convenience, and
coordination.

. Shifting patient behavior and

care models

Today’s patients expect options. As care
moves outpatient and virtual, execution-
ready hospitals respond faster, launch
new services with confidence, and adapt
without disruption.



What leaders get wrong: reacting vs. building resilience

Being reactive means waiting for the pain to hit before
responding. Resilience means building the capability
to respond before things break.

Execution-readiness is that resilience—it’s what allows
leaders to move first, move fast, and move with clarity.
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Real-world examples of systems that
turned obstacles into strategic wins

High-performing organizations aren’t just cutting
costs. They're:

« A mid-sized regional hospital that lost 12%
of its inpatient revenue pivoted in 90 days to
grow outpatient volumes by 22%

« A safety-net hospital facing reimbursement
losses realigned its strategic priorities, cutting
waste and regaining $8M in annualized margin

« A health system embedded execution
disciplines across teams, resulting in a
40% faster project deployment rate
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Chapter 2

The Execution Gap — Why Strategies Stall

Strategy # Execution

Good intentions don’t equal impact. Hospitals with clear strategies still struggle to translate them into
real-world gains. Why? Because they fall into execution traps.

The 3 traps of hospital strategy:

1. Too many goals that dilute focus
C/ When everything’s a priority, nothing gets done. Execution-ready hospitals choose 1-3

critical priorities and make them non-negotiable.

2. Waiting for “the right moment” to act
In a fast-moving environment, delay is more dangerous than imperfection. Waiting leads
to missed opportunities and compounding challenges.

n© 3. Disempowered frontline staff

O: .
\ When staff lack context, tools, or decision rights, they become passive executors — not
active problem-solvers. Execution-ready cultures empower people to act with clarity.
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Symptoms of a stalled execution culture

-« Long meetings with no decisions

« Projects stuck in planning mode

- Leaders surprised by operational issues
« Poor alignment between departments

« Burnout and disengagement across teams

How to spot — and fix — the gaps

Use performance data, staff feedback, and
delivery timelines to identify breakdowns. Then
re-align on goals, reset rhythms, and reinforce
accountability to reignite progress.
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Chapter 3
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A 3-part framework to align, accelerate, and achieve margin gains
in 90 days

1. Align Around What Matters Most

Identify 1-3 critical priorities tied directly to margin or mission
Break the strategy into operational terms: what does success look like weekly?
Create clarity from boardroom to bedside — everyone should know the “why” behind their work

Waiting for “the right moment” to act

2. Accelerate with Clear Roles and Rhythms

Introduce sprints: 2-4 week action cycles tied to measurable outcomes
Set a consistent decision cadence: weekly reviews, unblocker sessions, leadership check-ins

Increase visibility through dashboards and scorecards to spotlight wins and issues

3. Achieve Through Frontline Enablement

Equip teams with problem-solving tools and structured feedback loops
Encourage micro-innovation: let teams test small solutions and scale what works

Celebrate wins to build momentum and reinforce behaviors
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How to Start Today — No Big
Budget or Consultants Required

S)

The 90-day playbook: a simple,
high-impact launch plan

C
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Week 1-2:

Pick a priority, define outcomes,
assemble a cross-functional team

Week 3—4:

Launch sprint 1, set rhythms,
and remove blockers

Weeks 5-8:

Track progress, course-correct,
amplify what's working

Weeks 9-12:

Capture results, recognize wins,
scale learning to other teams




How to pick your first priority:

Choose an issue with:

« Clear financial or
operational upside

+ High visibility across

o
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departments

« Tangible results that can
be felt within 90 days
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Communication tips for
rallying your team

« Lead with why: explain the
urgency and opportunity.

« Be transparent: share what's
working and what’s not.

- Give credit: highlight frontline
contributions publicly.
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Metrics that matter

+ Margin impact

+ Throughput gains

« Staff engagement

« Project delivery speed

« Rework reduction
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Chapter 5

Case Studies from the Field

Before-and-after snapshots:

S4AM 35%

Margin recovery Patient throughput
One rural hospital eliminated $4.1M in An urban ED reduced wait times by 35%
excess spend by focusing on procurement by aligning triage, IT, and staffing
redundancies and contract inefficiencies. workflows in a 30-day sprint.
27% 18%

@) @)
Outpatient service growth Labor cost containment
A system’s imaging department launched A large health system reduced premium
a direct-to-patient model, increasing labor costs by 18% through better schedule
outpatient scans by 27% in 90 days. alignment and float pool optimization.
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Conclusion

Resilience Is a Skill, Not a Trait

Execution isn’t just a leadership style — it's a
capability. One that can be taught, practiced,
and improved over time. Every hospital has the
potential to become execution-ready. It starts
with clarity, focus, and a willingness to act —
even if imperfectly.

Hospitals that develop this skill don't just
weather turbulence — they thrive through it.
The time to start is now. Because waiting is the
costliest option.
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About Empactful Advisors

Delivering Lasting Impact

We don’t do theory.
We do execution — better, faster, and with the empathy to unlock real change.

Empactful Advisors helps hospital leaders recover margin, refocus teams, and restore clarity
— without adding complexity or consultants you don’t need.

We cut through noise. We amplify strengths. And we leave your teams stronger, more capable,
and ready to sustain results long after we're gone.
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