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Grounding the Conversation with Health System 
Leaders Top Priorities in 2025

How We’ll Spend Our Time Today 

The Health Management Academy’s Latest 
Research on Physical Therapy

Audience Q&A 
Please submit your questions in the chat!
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2025 health system priorities: Improving the foundations
Top priorities across CXOs reflect a call to improve access, operational efficiencies and cost efficiency 

Access to care Strengthening the workforce Operational efficiencies for care delivery Strategic cost managementAI strategy

Source: THMA research and analysis.

Health System Priorities
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"Access" is the Cornerstone of Healthcare
Critical strategic imperatives implicated by focusing on access

Improving access to care is the top priority 
across CXOs 

64% Of health systems leaders say access is 
more important than past years

2nd Access is the 2nd highest area for 
improvement across all executives

1st Access is the highest priority across all 
surveyed health system executives

• Improve population health 
outcomes

• Improve patient quality of life

• Reduce care disparities

Access is at the center of care delivery and 
economic success

• Compete more effectively for referrals and 
favorable payer terms

• Improve efficiency of care delivery

• Increase volume and revenue

• Improve care team experience

Care delivery/community impact

Economic/organizational impact

Source: THMA research and analysis.

Health System Priorities
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Optimizing Sites of Service is Key to More Than Access Challenges

Optimizing sites of service is a key strategic, 
operational, and clinical imperative
Key CXO's ranking of site-of-service optimization relative to all CXOs

CSOCOO CMO/
CPE

All CXOs
Highest Lowest

#1 #2 #3 #6

Site-of-service optimization supports other key objectives

Understand 
consumer/purchaser 
expectation

Ensure a viable 
business/payment 
model

Maximize 
competitive 
strengths

Health systems must address the intersection of 3 critical factors:

Optimal 
clinical 
setting

Growth
Lower cost 

base

Operational 
efficiency

Site-of- 
service 

optimization

Source: THMA research and analysis.

Affordability Equitable 
access

Health System Priorities
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THMA’s PT Research

Physical therapy offers the potential to be an asset for 
health system in mitigating access challenges, when 
leveraged strategically 
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Aligning Health System Leadership and Strategy to Elevate PT’s Role

Sources: THMA research and analysis.

Expanding Access 
& Patient 
Retention

Optimizing 
Workforce & Care 
Delivery Models

Strengthening 
Financial 
Performance & 
Market Position

Advancing 
Clinical 
Outcomes & Care 
Integration 

The Current State of PT at Health Systems is a 
Fragmented, Antiquated Model

Modernizing PT to an Integrated, High-Value Care 
Model

Hospital-Centric & Inconvenient 

for Patients 

Financially Viewed as a 

Cost Center

Disconnected from the Broader 

Care Continuum

Underutilized in Care Team & 

Capacity Strategy
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Three Challenges Preventing Health Systems from Leveraging PT as a 
Strategic Asset

Access remains a top challenge due to rapidly-growing demand for services and inability to recruit 
sufficient physical therapists

Referral leakage and PT reimbursements challenge financial sustainability 

Lack of leadership alignment and understanding of potential financial implications have prevented 
meaningful strategic integration

Sources: THMA research and analysis.
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Expanding PT Access is a Top Priority – Yet Gaps 
in Access Remain

“One thing we're looking at with access, is the 
right access. If I have a patient who had an 
injury over the weekend, they don't need to 
see a surgeon and they go to their primary 
care and then the primary care goes, 'We 
probably need some physical therapy.' How 
do we include physical therapy in those 
standards and how we make that process 
easier?”
                                  – MSK Service Line Leader

Sources: THMA research and analysis.

64%
Overall

Share of LHS that Struggle to Provide Access for 
PT Care 

88% 
of Strategy 

Leaders

Expanding access to rehabilitation 
services for patients73%

38%

Health System Leaders Top Priorities for Enhancing 
PT Services

Having patient capture opportunities 
through physical therapy

Health System Challenges
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39%
MSK always 
included in 
strategic planning

21%
MSK services are very 
effectively promoted as 
part of strategy

42%
MSK fully 
integrated into 
strategy

Organizational Prioritization of MSK in Ambulatory Care

30%
MSK always 
represented in 
leadership/governance

Health System Leaders Don’t Consider MSK Services as part of 
Ambulatory Strategy

Health System Challenges

Sources: THMA research and analysis.
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Physical Therapy Demand is Surging, and Leaders Anticipate 
Continued Growth

1 in 3 

American adults have 
a MSK condition1

Estimated PT market 
size by 20302

$61.7 billion

100% 
of LHS perceive 
moderate-to-high 
demand and growth 
for PT services

1 Nguyen AT, Aris IM, Snyder BD, Harris MB, Kang JD, Murray M, Rodriguez EK, Nazarian A. Musculoskeletal health: an ecological study assessing disease burden and research funding. Lancet Reg Health Am. 2024
2 Grand View Research. U.S. Physical Therapy Services Market To Reach $61.70 Billion By 2030.
3 Grand View Research. US Physical Therapy Market Trends, 2025-2030.

Sources: THMA research and analysis.

Projected 
compounded annual 
rate of growth for PT 
market from 2025 to 
2030, increasing from 
$47.6 billion 20243

102.0%

102.4%

102.7%

102.9%

Projected Patient Volume Growth from 2024 - 2030

PCP OP Surgery Urgent Care PT

4.60%

Health System Challenges

https://www.grandviewresearch.com/press-release/us-physical-therapy-services-market-analysis
https://www.grandviewresearch.com/industry-analysis/us-physical-therapy-services-market-report
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Physical Therapists Face Ongoing Job Strain and Demands

Sources: THMA research and analysis.

73%
Of executives report no change in 
therapist (e.g., physical therapists, 
respiratory therapists) over the next 
6-12 months

Limited flexible work arrangements1

Minimal professional growth opportunities 2

Inadequate staffing3

“
We suffer with a lot of leakage, but we haven’t made investments to increase our number of PTs. We know we need to grow 
and expand. We're just struggling with the way to do it financially.”

 – MSK Service Line Leader

60%
Of leaders said clinical staff training, 
recruitment, and retention was a top 
challenge at their health system

Job Strains and Burnout

Health System Challenges
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PT Can Serve as Reliable Constant Through the Patient Care Pathway

Specialist Visit Surgical 
Encounter

Acute 
Episode

Chronic 
Condition 
Maintenance

First Physical 
Therapy Visit

Surgery Prep

Primary Care

Post-Surgery 
Recovery

Immediate 
Injury Care

Physical 
Therapy

“
“Physical therapy is important if you think about the total continuum of care and really ensuring that we have the right wrap around care. We know people talk 
to their friends right and say ‘Man, I had a great experience, and I was back up to full mobility.’ We know the baby boomers are unwilling to live with the lack of 
mobility than prior generations were. So, if we're going to win the day there, then we've got to have the right wrap around here.

– Chief Financial Officer

Health System Challenges

= PT visit

Sources: THMA research and analysis.



© The Health Management Academy 15© The Health Management Academy 15

Reimbursements and Payers Mask the Full Financial Picture and 
Potential of PT

39%

of LHS somewhat effectively or ineffectively 
track and manage financial performance of PT

80% of LHS surveyed said optimizing billing 
and reimbursement was either important 
or very important for ensuring financial 
sustainability of PT

“
“I think the insurance companies are disruptors—they’re dictating 
reimbursements, our care times, and how many visits. Reimbursement 
is changing, so we've got to be mindful of that and it's really making 
us take a step back and think about how we do our business.”      

– MSK Service Line Leader

“
“The ability to generate revenue has been a historical issue, with a 
focus on breaking even rather than achieving significant margin.

– Orthopedic Service Line Director

Health System Challenges

Sources: THMA research and analysis.



© The Health Management Academy 16© The Health Management Academy 16

Health System Leaders Don’t Understand the Financial Implications of 
Referral Leakage

of LHS report not knowing the 
level of referral leakage within 
their organization

of LHS report not understanding 
the financial impact of referral 
leakage on downstream MSK 
service utilization and revenue

27% 48%39%

Of LHS report 26-75% PT referral 
leakage

Health System Challenges

Sources: THMA research and analysis.
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PT Referral Leakage Costs Millions in Lost Downstream Revenue

$16,500
Estimated 

downstream revenue 
per patient over 

3 years

100,000

Annual PT visits 
(illustrative)

$41.3M
Estimated 

downstream revenue 
earned over 3 years 

from reducing referral 
leakage by 25%

25%
Reduction in PT 
referral leakage

(illustrative)

Health System Challenges
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The True Value of PT Stems from Greater Integration

Sources: THMA research and analysis.

”Recent efforts have been made to better align PT 
services, including leadership restructuring. 
Previously, service line leadership was separate from 
clinical and operational areas. Now, spine care and 
PT fall under the same leadership as neurology 
and orthopedics.”

–Chief Strategy Officer 

“

”…it (PT) is not viewed as a standalone division. The 
value lies in its integration with other service lines”

–Chief Financial Officer
“

”Significant capital is being allocated for outpatient 
expansion, with a focus on multi-disciplinary efforts 
that include PT as part of the overall 
ambulatory strategy.”

–Chief Strategy Officer

“

“When it comes to care planning in the US, physical 
therapy is an underutilized resource. The current 
culture promotes jumps to specialty referrals before 
fully going through more conservative treatment 
options like PT.“ 

–Population Health Leader

“

“ “I've always included PT as an important component 
of musculoskeletal and neurology care. I've always 
wanted to point out to our executive leadership that 
there's downstream generating revenue in PT, it's 
bigger than just a surgery. PT has always been one 
of the areas we've been connected to because it's 
really, really important.” 

–MSK Service Line Leader

Integration and Investment
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Extent of PT Investment Priority Across 
Organizational Strategy Levels 

80%

3%

68%

8%

55%

8%

53%

10%

High Priority Low Priority

MSK service line strategy Post-acute care strategy

Hospital-wide strategy Enterprise-wide strategy

vs.

PT Areas in Need of Additional Investment

Orthopedic Rehabilitation

High priority among 53% of executives 

Sports Medicine

High priority among 50% of executives

Tele-rehabilitation

High priority among 48% of executives

Home Health Rehabilitation

High priority among 40% of executives

PT Evolving from MSK to Enterprise Priority, with Specific Areas for 
Growth

Integration and Investment

Sources: THMA research and analysis.
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LHS Primed for Future PT Investments to Improve Access

78% of executives plan to increase PT 
investments in the next 1-5 years

Sources: THMA research and analysis.

1 Percent of executives with likelihood to increase investments in physical therapy within their health system
2 n=40 leading health system CXOs.
3 Percent of executives who reported physical therapy service areas within their health system in need of additional investment.

Level of Influence in Strategic Decisions around PT

Member of 
Committee That 

Evaluates 
Investments

CEO

CFO

COO

Primary Decision 
Makers

Head of MSK 
Service Line

CSO

CPE

Integration and Investment
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Partnerships and Strategic Alignment Drive PT Investment 
and Expansion

LHS Approach to PT Partnerships

35%

65%

Do Not Have Physical
Therapy
Partnership(s)

Have Physical
Therapy
Partnership(s)

Current partnerships Currently do not have partnerships

77% Plans to scale 
physical therapy  
partnerships within 
1-5 years

64% Considering 
physical therapy 
partnerships 
within 1-5 years

Top Areas for Current Clinical Partnerships 
and JVs

Home Health Services

Physical Therapy

Radiology Services

Hospice Care

Ambulatory Surgery Centers

#1

#2

#4

#3

#5 

57%
of executives consider the ability to 
expand geographic location and coverage 
as one of the key factors to selecting a 
PT partner  

Integration and Investment

Sources: THMA research and analysis.
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AdventHealth West Florida Viewed PT Expansion as Critical 
Component in Building the Ambulatory Network

AdventHealth West Florida’s Goals

▪ Expediate high-quality rehabilitation care for the community

▪ Increase outpatient touchpoints through a management service 
agreement partnership focused on improving physical therapy access

▪ Improve the care continuum for patients to bring high-quality 
rehabilitation services to the front end

▪ Select the right partner to grow and scale outpatient retail 
physical therapy

“
“We were focused on how to set a community up with resources in close 
proximity so they can have success with their own care journey and show 
them compassion and thoughtful tailoring of that care, patient by patient.”

– President and CEO of AdventHealth Riverview Hospital

Key Decision Makers

Divisional 
Strategist

Chief Executive 
Officer

Chief Financial 
Officer 

AdventHealth West Florida by the Numbers:

• 14 acute care hospitals
• 8 freestanding Emergency Departments
• 18,000+ team members
• 200+ clinicians
• $3.4 billion total operating revenue

Case Study

Sources: THMA research and analysis.
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High-Quality, Proven PT Success to Expand Reach, Grow Pipeline, and 
Provide Intangibles
Partnership’s Reach and Services Offered

32 Outpatient locations

2 Inpatient locations

40+ High schools across 
the region

✓ Dedicated exclusively to physical therapy

✓ Willingness to explore other areas based on needs of the market

✓ Thought partnership on intentional expansion

✓ Track record build on trust

✓ Ongoing relationship centered on collaborative success and evolution

Partnership Also Provides Intangible Support 

✓ Physical therapy

✓ Occupational therapy

✓ Speech therapy

✓ Sports medicine program

Establishing a Strong Physical Therapist Pipeline 

Recruitment

Continued 
Education

Resident 
Graduation

“
“[Our PT partnership] has helped us establish a thoughtful network of 
care and build a cohesive continuum. We were able to set up the right 
access points and resources to ensure our patients are in locations 
that give them the trust and connectivity to that network and in a way 
that mitigates other issues that may show up in the future.”

– President and CEO of AdventHealth Riverview Hospital

Case Study

Sources: THMA research and analysis.
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Partnership Accelerated AdventHealth West Florida’s PT Market 
Saturation

1208% Increase in total PT clinic 
visits from 2015-2023

Substantial Growth Leads to Expansion into Local PT Market 

14,652 23,176 29,036
41,638

64,932 72,939

114,117

148,629

191,669

2015 2016 2017 2018 2019 2020 2021 2022 2023

Total Visits

42%
Growth of PT market share in the Tampa 
market, increasing from 6.4% to 9.1% over 
the last five years

9 8 8

12
14

21
23

28

32

2015 2016 2017 2018 2019 2020 2021 2022 2023

Outpatient Locations

255% Increase in outpatient PT 
locations from 2015-2023

“
“[Our partnership] has been so successful because they have standard work 
and a recipe for success in how to create high-quality, retail-orientated 
access points that win the trust and hearts of minds of the community. 
They do this time and time again and in a way that's financially thoughtful 
for the patients and makes a meaningful investment for our organization 
and our continuum of care.”

– President and CEO of AdventHealth Riverview Hospital

Case Study

Sources: THMA research and analysis.
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Recommendations for Health Systems

Assess how PT can integrate into care team models to reduce provider burden, enhance patient outcomes, 
and lower costs across the care continuum.

Assess referral leakage, quantify its immediate and downstream financial impact, and educate key decision-
makers to secure buy-in for strategic mitigation efforts.

Strengthen referral pathways and streamline scheduling to reduce patient leakage and improve long-term 
engagement with PT services.

Track PT-specific KPIs (e.g., referral conversion, downstream revenue, patient outcomes) and use data to 
demonstrate value to leadership.

Explore partnerships when expanding PT services at new or existing sites to optimize capital investment and 
resource allocation.

Key Takeaways
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67%
of leaders report 
tracking multiple KPIs 
(e.g., patient 
outcomes, plan of care 
adherence, clinician 
productivity, etc.)

Financial Benefits
• Referral capture rate

• Cost avoidance per patient

• Payer mix distribution

• Patient retention and lifetime value

Clinical & Care Continuum
• Patient satisfaction

• Adherence to care plans

• Avoided surgeries or escalations

• Readmissions rates

Access & Patient Retention
• No-show and cancellation rates

• Number of visits

• Time to initial and next appointment

• Community engagement and 
partnership

Workforce & Operational 
Efficiency

• Full-time physical therapists

• Provider productivity

• Patient load per therapist

• Turnover rate

KPIs for Measuring PT Success

Key Takeaways
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Assessing PT Maturity: Key Indicators for Health Systems

TBD

Organizational 
Prioritization &

 Future Planning

Patient-Centered 
Care

Financing & 
Reimbursement

Data Access 
& Utilization

Breadth & 
Depth of 
Services

• Integration into Overall Ambulatory 
Care Strategy

• Representation in Ambulatory Care 
Leadership / Governance

• Inclusion in Ambulatory Care 
Strategic Planning

Assessing
PT Maturity

• Access to PT Services Across 
Multiple Sites of Care

• Annual Net Patient Revenue from PT
• Referral Leakage
• Understanding of Financial Impact of 

PT Referral Leakage
• Effective of Tracking and Managing PT 

Financial Performance
• PT as an Asset in Value-Based Care 

and Risk-Based Contracting

• Promotion as Part of Ambulatory 
Care Offerings 

• Inclusion of PT as Part of 
Competitive Retail Strategy

• Use of Virtual Health for PT Care

• Tracking of KPIs for PT Care
• Leveraging Data and Predictive Analytics for PT Care

Key Takeaways

Sources: THMA research and analysis.
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Questions?

Type your question into the chat 
or unmute to ask your question live.



© The Health Management Academy 29© The Health Management Academy 29

This report is provided for informational purposes only. The information and 
opinions in this report were prepared by The Health Management Academy. The 
information herein is believed to be reliable and has been obtained from sources 
believed to be reliable. Opinions, estimates and projections in this report constitute 
the current judgment of The Health Management Academy as of the date of this 
report and are subject to change without notice. Any reproduction by any person 
for any purpose without The Health Management Academy’s written consent is 
prohibited.
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