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Leading Health Systems (LHS) seek to attract and retain a highly 
sought after workforce through offering competitive and compelling 
benefits. However, as the workforce grows more diverse, LHS 
encounter the complex challenge of serving their broad staff’s 
expectations and needs through their benefit offerings.  

As it becomes increasingly challenging to attract top talent, LHS 
have placed greater emphasis on leveraging benefits design for 
employee recruitment and acquisition, workforce retention, and 
satisfaction and wellbeing.  

Another component in the struggle to attract and retain talent has 
been addressing the needs and expectations of a wide range of 
generations. As the healthcare workforce changes and competition 
grows for talent, LHS engage in thoughtful benefits redesign and 
seek to find the right combination of offerings, a process called 
benefits optimization.

Compensation and Benefits  
Demands Drive Turnover

86%
Of CXOs said “Compensation/
Benefits Demands” drove  
workforce turnover where LHS 
struggled to retain talent 1

63%
Of recruitment struggles  
was attributed to “Market 
compensation demands”  
from CXOs 1

58%
Of CHROs and CFOs said their current benefits 
are optimized, but see an opportunity to 
further optimize in the next 1-5 years

Most LHS surveyed currently engage in benefits 
optimization, and even those who do not presently signaled 
an openness to do so in the next 1-5 years. 

Chief Human Resource Officers (CHRO) were more likely 
to feel like their benefits were already optimized (63%) 
compared to their Chief Financial Officer (CFO) peers (53%).35%

Of CHROs and CFOs said their current benefits 
are not optimized, but are considering 
optimizing in the next 1-5 years 

Health Systems are Fighting to Attract and Retain Talent in an Increasingly 
Competitive Labor Landscape, Creating a Greater Need for Benefits Optimization 

1. 2023 THMA Workforce Market Outlook report.
2. LHS benefits optimization approach measured by the question “From your perspective, which of the following characterizes your organization’s approach to benefits optimization?”
3. 2024 survey of Health System Chief Financial Officers and Chief Human Resource Officers; n=31. 

Benefits Optimization: The Definition 
Benefits optimization is an exercise in which an organization determines which benefits to introduce, explore, align, or 
discontinue to drive maximum value to their diverse, multi-generational workforce while minimizing costs of delivery.

Only 3% of LHS CHROs and CFOs Don’t Have Plans to Explore Benefits Optimization 2 

Research Methodology in Brief
The Health Management Academy (THMA) in collaboration with Fidelity set out to identify areas of opportunity and challenges 
in redesigning employee benefits while also gaining a better understanding of different stakeholder perspectives on how these 
decisions are being made.

Surveyed 31 CHROs and CFOs from  
Leading and Regional Health Systems 1

Collected secondary data through  
subject matter expert interviews

https://www.fidelityworkplace.com/s/403b
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Despite Slight Differences by Title, CFOs and CHROs are Generally Aligned on Goals and Priorities 
of Their Benefits Design 

CHROs and CFOs agree on the goals their benefits strategy is most optimized to achieve: recruitment and acquisition, retaining 
talent, and improving employee satisfaction and wellbeing. There are slight differences when broken out by title that reflect each 
respective leaders’ responsibilities and priorities.

CHROs and CFOs agree on the goals their benefits strategy is most optimized to achieve: recruitment and acquisition, retaining 
talent, and improving employee satisfaction and wellbeing. There are slight differences when broken out by title that reflect each 
respective leaders’ responsibilities and priorities.

After these top three goals, CHRO and CFO prioritization decreases significantly. For example, fewer than half as many CHROs 
and CFOs prioritize reflecting organizational values (35%) and strategic cost management (35%) through their benefits design. 
Other areas like maximizing benefit utilization (19%) and advancing diversity, equity, and inclusion (DEI) objectives (3%) received 
even less focus.

While advancing DEI objectives was not a highly-prioritized outcome of benefits design, many leaders still consider it an important 
topic. The shift in DEI prioritization may be a result of some states operating in more restrictive environments where DEI faces legal 
hurdles. Alternatively, some LHS may consider their DEI work only in the context of patients and not for their internal employees. 

of CHROs and CFOs said their 
benefits strategy is optimized 
to Advance DEI Objectives

of CHROs and CFOs said DEI is a 
moderate or high priority in their 
benefits strategy/design

CHROs and CFOs Prioritize Workforce Retention, Talent Recruitment and Acquisition, and Strategic Cost Management 1 
Percent of Executives Selecting Response 2
CHROs and CFOs Prioritize Workforce Retention, Talent Recruitment and Acquisition, and Strategic Cost Management 1 
Percent of Executives Selecting Response 2

CRHOs and CFOs Decrease Maximizing Benefit Utilization and Advancing DEI Objectives Prioritization 1 
Percent of Executives Selecting Response 2

1. Percent of executives selecting response for “What are the top (and bottom) three outcomes you prioritize most (and least) during the benefits optimization process?” 
2. 2024 survey of Health System Chief Financial Officers and Chief Human Resource Officers; n=31. 

CHRO

#1 Workforce Retention

#2 Employee Wellbeing & Satisfaction

#3 Talent Recruitment & Acquisition

CHRO

#6 Maximize Benefit Utilization 

#7 Advance DEI Objectives 

#8 Support Productivity 

CFO

#1 Workforce Retention

#2 Strategic Cost Management 

#3 Talent Recruitment & Acquisition

CFO

#6 Reflect Organization Values 

#7 Maximize Benefit Utilization 

#8 Advance DEI Objectives 

vs.

vs.

3% 61%
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LHS CHROs and CFOs Monitor Competitor’s Benefits, but are Divided on Their Own Competitiveness 

Standard Benefits Remain Key for Talent Attracting and Retaining, LHS Exploring 
Emerging Differentiators

Both CHROs and CFOs shared that competition for 
talent was a considerable challenge and as such, 
they keep a close eye on what their competitors, both 
providers and non-traditional competitors (such as 
technology companies or organizations outside of 
healthcare), offer with their benefits. Interestingly, 
the majority of LHS surveyed felt their benefits 
were stronger than their competitors. The differing 
perceptions of outperformance by title may relate 
to HR leaders likely having a better sense of what 
competitors offer compared to their CFO peers.   

The standard benefits, which include health insurance, vacation/PTO, and retirement employer match programs, continue to 
be the most effective in attracting and retaining talent. However, LHS have explored other benefits to set themselves apart. Both 
CHROs and CFOs listed that the most effective benefits outside of the standard three are tuition, student debt, and parental leave. 
Yet, when these benefits are broken out by individual titles, CHROs and CFOs differed on their perceived effectiveness, particularly 
around flextime, wellbeing programs, and student debt.

1. Benefits comparison measured by “On a scale of 1-10, how do you believe your benefits compare with organizations you’re competing against for talent?” with those rating between 7-10.  
2. 2024 survey of Health System Chief Financial Officers and Chief Human Resource Officers; n=31. 

The Most Effective Benefits in Attracting and Retaining Talent are Health Insurance, Paid Time Off, and Retirement 1 
Percent of Executives Selecting Response 2

Share of LHS that Believe Their Benefits Outperform Competing 
Organizations for Talent 1

61%
81% 40%

of CHROs of CFOs

Overall

73% 73%
67% 67%

47%

27% 27%

7%

20%

13%

20% 20%

94%

81%

63%

56%

25%

38%

63%

31%

19%
13%

6% 6%

CFO CHRO

Health 
Insurance

PTO Retirement Tuition Student 
Debt

Parental
Leave

Flextime Wellbeing Mental
Health

Dental FSA Childcare



© THE HEALTH MANAGEMENT ACADEMY | 1100 Wilson Blvd., Suite 1200, Arlington, VA 22209 | (703) 548-1022  |  hmacademy.com 5

There is a Growing Need to Monitor and Plan Around Generational Differences, but Majority of LHS 
Have Yet to Make Changes to Benefits Offerings

Current Benefit Design Goals are Likely to Remain, but CHROs and CFOs See Opportunities for 
Deeper Finance - HR Collaboration to Optimize Benefits 

One key area to address is the wide range of generations within their employee population, who each have unique needs and 
expectations. In the healthcare industry alone, 50% of the workforce is either Gen-Z or Millennials.1 Given this, LHS look to right 
size their benefits offerings to attract a multi-generational workforce.  

While 58% of LHS report engaging in benefits optimization, 84% have not eliminated any benefits in the last 1-3 years, opting to 
keep their offerings the same without accounting for multi-generational differences.

1. Fidelity 2023 Healthcare Industry Report. 2023.

Share of LHS that have not adjusted benefits to 
address generational needs

55%

38% 53%
of CHROs of CFOs

Overall

“We have to be flexible with the changing demographic in 
the workplace. Our benefits need to stay strong to attract and 
retain top talent. This new generation is fine switching jobs 
fairly often, so we need to enable them to do so within our 
company and have the strongest benefit plans“ 

– Chief Financial Officer, Leading Health System 

“Offering benefits that cater to the needs of a cross-section 
of our workforce—products and services geared towards 
generational needs is a top priority.“ 

–Chief Human Resources Officer, Leading Health System 

Aligning benefits spend with 
 ROI and cost management

Data-driven  
decision making

Enhancing communication  
and reducing silos

CHROs and CFOs must collaborate 
to ensure that benefits investments 
yield tangible returns. By jointly 
establishing ROI metrics and 
evaluating benefits’ value relative 
to their cost, they can prioritize 
investments that deliver the 
greatest returns.

CHROs and CFOs emphasized 
leveraging data and trend analysis 
to guide benefits decisions. By 
collaborating, they can assess 
employee benefits usage, identify 
high-cost areas, and benchmark 
against competitors to stay 
competitive while managing costs.

CHROs and CFOs noted 
an opportunity to improve 
communication and involve the 
finance team earlier  in benefits 
planning to align goals and ensure 
both teams are working towards a 
unified benefits strategy.

“Finance must be a key 
partner with the benefit team 
to determine what is worth 
the cost and what isn’t. There 
needs to be an ROI on any 
benefit spend or else it doesn’t 
make sense.”

“Annual budget meetings and 
when we work with our benefits 
consultants for comparison to 
our competitors.”

“There could be more 
involvement of Finance. HR 
tends to work in a silo, and 
benefit changes or analysis 
occurs in HR with Finance’s 
input occurring at the very end 
of the process… like the ‘train 
has left the station.”

https://www.fidelityworkplace.com/s/page-resource?cId=2023_healthcare_industry_report
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Methodology
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Report Overview and Profile of 
Participating Health Systems
The Health Management Academy (THMA) in collaboration with Fidelity set out to identify areas of opportunity and concern 
in redesigning employee benefits while also gaining a better understanding of different stakeholder perspectives on how these 
decisions are being made. Leading Health Systems (LHS) are defined as innovative integrated delivery systems with over $2 billion 
in net patient revenue, while Regional Health Systems (RHS) are defined as those with greater than $500M but less than $2B in 
total operating revenue. 

This research captures perspectives from 31 survey respondents, representing a significant share of the Leading and Regional 
Health System market. Additional details on the research methodology and participating health systems are included here.

Research Methodology in Brief

Surveyed 31 CHROs and CFOs from  
Leading and Regional Health Systems 1

Collected secondary data through  
subject matter expert interviews

1. Leading Health Systems (LHS) are defined as innovative integrated delivery systems with over $2B in net patient revenue. 

Participants by EMR vendor  

Participants by Size (NPR)

Participants by Title

Health System Size (State Coverage) 

Epic

Cerner

Other
5439

7

21

43
11
11

14 $500–999M

$1–5B

$6–10B

$11–15B

Exceeds 
$15B

Chief 
Financial
Officer

Chief Human
Resource 
Officer

54
46

54

4

21

21 1 State

2 States

3–4 States

5 or more 
states

Profile of Participating Health Systems 1

https://www.fidelity.com/
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Research Methodology and Support 
In 2024, The Health Management Academy administered a quantitative survey to Leading Health System executives and 
regarding their perspective on benefits optimization and employee benefits redesign. The 31 quantitative survey responses 
represent 31 total executives.  

Respondent roles included: Chief Human Resource Officers and Chief Financial Officers. 

The Health Management Academy Project Team
 � Calla Slayton, Analyst, Member Insights
 � Joe Leonard, Associate Director, Member Insights
 � Christopher Link, Senior Director, Member Insights

About The Health Management Academy 
The Health Management Academy powers our community to drive health forward. Our community is made up of healthcare’s 
most influential changemakers including executives from the top 150 U.S. health systems and the most innovative industry 
partners. We power our members by building our community and fostering connections through executive peer learning. 
We support professional growth through talent and development. We accelerate understanding by delivering timely and 
actionable data and insights on key challenges. And we catalyze transformation by building alliances in areas where the 
power of the collective is greater than the power of one. 

More information is available at www.hmacademy.com.

Disclaimer: 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 public and proprietary sources believed to be reliable. All survey data and responses are collected in good faith from sources with established 
expertise and are believed to be reliable. Opinions, estimates, and projections in this report constitute the current judgment of the authors as of the date of this report. 
They do not necessarily reflect the opinions of The Health Management Academy and are subject to change without notice. Any products referenced within this 
report have not been independently evaluated. All registered names or brands referenced in this document remain the property of their respective owners and are 
included for identification purposes only. This report is provided for informational purposes only. Any reproduction by any person for any purpose without The Health 
Management Academy’s written consent is prohibited.

About Fidelity Investments
Fidelity’s mission is to strengthen the financial well-being of our customers and deliver better outcomes for the clients 
and businesses we serve.  Fidelity’s strength comes from the scale of our diversified, market-leading financial services 
businesses that serve individuals, families, employers, wealth management firms, and institutions. With assets under 
administration of $14.1 trillion, including discretionary assets of $5.5 trillion as of June 30, 2024, we focus on meeting 
the unique needs of a broad and growing customer base. Privately held for 78 years, Fidelity employs more than 75,000 
associates across the United States, Ireland, and India. 

For more information about Fidelity Investments, visit https://www.fidelity.com/about-fidelity/our-company. 

The Health Management Academy extends its appreciation to  
Fidelity for providing the financial support for this report.

http://www.hmacademy.com
https://www.fidelity.com/about-fidelity/our-company

