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Leadership Insights: 
Future-Facing 
Healthcare Strategy 
Warner L. Thomas, FACHE
President & CEO, Sutter Health

Warner L. Thomas, FACHE
As president and CEO of Northern California-based Sutter 
Health, Warner Thomas leads the 50,000 employees, 12,000 physicians 
and 2,000 advanced practice clinicians in the organization’s nationally 
recognized integrated ecosystem of hospitals, outpatient care centers, 
home health and hospice care, laboratory and pharmacy services, 
research facilities, and Sutter’s Institute for Advancing Health Equity.
Thomas, who has over 30 years’ experience in healthcare, became 
president and CEO of Sutter Health in November 2022 after serving for 
10 years as president and CEO of Ochsner Health, Louisiana’s largest 
healthcare provider, employer, and educator of medical professionals. 
Prior to becoming CEO, Thomas was Ochsner Health’s president and 
chief operating officer from 1998-2012.
Thomas received an undergraduate degree in accounting and 
computer information systems from New Hampshire College in 
Manchester, N.H., and his Master of Business Administration degree 
in 1994 from Boston University Graduate School of Management. 
He is also a certified public accountant.
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◉ Discuss key industry trends and identify examples of strategic approaches for 
keeping hospitals and health systems thriving.◉ Describe what the healthcare CEO of the future will need to be successful and how 
to use change as a catalyst to drive action. 

Learning Objectives
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◉ Sutter Health Overview◉ Industry Trends and Strategic Implications ◉ Leading Your Organization Through Change and Into the Future◉ Discussion

Agenda
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Sutter Health Overview

• $14.8 billion in operating revenue in 2022
• 3.3 million patients served in 2022 
• 12,000+ physicians, including 4500 with aligned 

medical groups 
• 2,000+ APCs, 15,000+ nurses
• 50,000+ employees
• 22 hospitals, 221 multispecialty ambulatory sites, 

31 ambulatory surgery centers, 25 walk-in care clinics
• 700k+ home health visits
• High-quality care in both acute and ambulatory settings
• Nationally-leading Institute for Advancing Health Equity
• $60 million annual research investment and clinical trials
• 17 ACGME-accredited programs in 14 specialties, training 

196 residents/fellows annually
6
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Our Accolades

7

Living in Unprecedented Times

◉ COVID-19◉ Climate Crisis◉ Inflation◉ Economic Uncertainty◉ Technology Disruption◉ Competitive Disruption◉ Social Upheaval

Health, humanitarian, political, and 
economic adversity pushes leaders and 
organizations beyond existing 
capabilities, resources and knowledge.
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Our Point of View: Industry Trends & Strategy Implications

Strategic ImplicationsIndustry Trends
Focus on Medicare Advantage, including 
segmented senior clinics, integrated 
home care and digital capabilities

Pay mix shift creates margin 
pressure as baby boomers retire and 
Medicare Advantage grows

1

9

Medicare enrollment projected to grow rapidly while workers 
per beneficiary decline.

Source: MedPAC. July 2022 Data Book: Health Care Spending and the Medicare Program.10

By 2030, all baby boomers will have 
reached the age of eligibility for 
Medicare, and 77 million beneficiaries 
are expected to have Medicare Part A 
Hospital Insurance.

Approximately 11,000 Americans age 
into Medicare each day!

And share of Medicare Advantage is 
projected to increase from 50% in 2022 
to 61% by 2032.

9
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Overall trend for inpatient margin for Medicare is negative.
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Excluding relief funds

Including relief funds

Source: MedPAC. July 2022 Data Book: Health Care Spending and the Medicare Program.11

Our Point of View: Industry Trends & Strategy Implications

Strategic ImplicationsIndustry Trends
Focus on Medicare Advantage, including segmented senior clinics, 
integrated home care and digital capabilities▸Pay mix shift creates margin pressure as baby boomers retire and 

Medicare Advantage grows1

Align economics and transition to value-
based care, and partner with health plans 
and employers on affordable options.

Permanent wage increases, drug and 
supply inflation creates chronic 
financial pressure and affordability 
crisis
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Inflation is declining, but still very high.

Sherman, Natalie. “Does easing US inflation point the way for the world?” BBC News, Link. Accessed 11 Mar 2023.
Trebes, Natalie. “16 Things CEOs Need to Know in 2023” Advisory Board. Link. Accessed 11 Mar 2023.

Margins and 
affordability

21%↑ Labor

14%↑ Supply

11%↑ Drug

Operational 
Expenses

13

Many health systems are challenged.
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Our Point of View: Industry Trends & Strategy Implications

Strategic ImplicationsIndustry Trends
Focus on Medicare Advantage, including segmented senior clinics, 
integrated home care and digital capabilities▸Pay mix shift creates margin pressure as baby boomers retire and 

Medicare Advantage grows1

Align economics and transition to value-based care, and partner with 
health plans and employers on affordable options.▸Permanent wage increases, drug and supply inflation creates 

chronic financial pressure and affordability crisis2

Build critical talent pipeline and employ 
flexible work policies to deliver a 
renewed caregiver experience

Clinical workforce shortages become 
chronic condition as COVID-fatigued 
healthcare workers leave/mobilize

3

15

Workforce shortage is not temporary.

16
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Health systems must build clinical pipeline and focus on 
retaining talent.

◉ Medical school 
partnerships◉ Graduate medical 
education◉ Nursing programs◉ Clinical certification 
programs◉ Management and 
leadership training

17

The top reason healthcare 
workers stay at their jobs is 

“organizational culture, 
including a commitment to 

excellence.”

Ryan, P. and Lee, T. What Makes Health Care Workers Stay in Their Jobs? Harvard Business Review. 02 Mar 2023.
Mortensen, M. and Edmondson, A. Rethink Your Employee Value Proposition. Harvard Business Review. Jan-Feb 2023.

How to Win the Talent War
To improve recruiting and retention, companies 
need to create an attractive employee value 
proposition. Its four components differ in how 
they’re experienced by workers and should be 
managed holistically to ensure that a focus on 
one doesn’t undermine another.

Material 
Offerings

Meaning & 
Purpose

Growth & 
Development

Connection & 
Community

SH
OR

T 
TE

RM

LONG TERM

INDIVIDUAL

COLLECTIVE
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Our Point of View: Industry Trends & Strategy Implications

Strategic ImplicationsIndustry Trends
Focus on Medicare Advantage, including segmented senior clinics, 
integrated home care and digital capabilities▸Pay mix shift creates margin pressure as baby boomers retire and 

Medicare Advantage grows1

Align economics and transition to value-based care, and partner with 
health plans and employers on affordable options.▸Permanent wage increases, drug and supply inflation creates 

chronic financial pressure and affordability crisis2

Build critical talent pipeline and employ flexible work policies to deliver a 
renewed caregiver experience▸Clinical workforce shortages become chronic condition as COVID-

fatigued healthcare workers leave/mobilize3

Increase access and better navigation for 
primary care to manage patients in 
whole-person health approach, including 
mental health and wellbeing

New vertical health ecosystems 
backed by giant insurers, retailers, 
and big tech offer consumers more 
convenient options and increase 
demand for caregivers

4

19

Retailization and digitization of healthcare are disrupting 
healthcare’s front door.

20

19

20



3/17/2023

11

21

22



3/17/2023

12

Primary care disrupters 
could capture 30% of 
market by 2030.

Our Point of View: Industry Trends & Strategy Implications

Strategic ImplicationsIndustry Trends
Focus on Medicare Advantage, including segmented senior clinics, 
integrated home care and digital capabilities▸Pay mix shift creates margin pressure as baby boomers retire 

and Medicare Advantage grows1

Align economics and transition to value-based care, and partner with 
health plans and employers on affordable options.▸Permanent wage increases, drug and supply inflation creates 

chronic financial pressure and affordability crisis2

Build critical talent pipeline and employ flexible work policies to deliver a 
renewed caregiver experience▸Clinical workforce shortages become chronic condition as 

COVID-fatigued healthcare workers leave/mobilize3

Increase access and better navigation for primary care to manage 
patients in whole-person health approach, including mental health and 
wellbeing▸New vertical health ecosystems backed by giant insurers, 

retailers, and big tech offer consumers more convenient options 
and increase demand for caregivers

4

Expand ambulatory options and integrate 
physical network with digital capabilities 
to provide easy access and seamless 
experience across health ecosystem

Care continues to shift away from 
hospital to ambulatory, digital and 
home, with focus on convenience, 
personalization, and affordability

5
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More care are shifting to alternative sites.

SURGICAL
CARE

DIAGNOSTIC
SERVICES

CONVENIENT CARE 
CLINICS

DIGITAL
HEALTH

HOME-BASED 
CARE

More complex 
surgeries are shifting 
from the hospital to 
freestanding ASCs 

Imaging and lab 
services are shifting 
from the hospital to 
ambulatory services

Physician visits are 
shifting from the 
office setting to 
urgent care centers 
and retail clinics

Physician visits, 
urgent care, and 
triage are shifting 
from brick-and-
mortar sites to digital 
platforms

Inpatient medical 
admissions are 
shifting from the 
hospital to the home 
setting

Hospital

ASC

Hospital

Outpatient 
Alternatives

Physician 
Office

Urgent Care

Physician 
Office

Digital

Inpatient 
Medical 

Admission 

Home

Gelbaugh, C. Site-of-care shifts poised to impact providers. Advisory Board. 09 Mar 2022. 25

Cervical Spinal Fusion
Historical and projected site-of-care distribution*

Total Hip Arthroplasty
Historical and projected site-of-care distribution*

Appendectomy
Historical and projected site-of-care distribution*

Many procedures are actively shifting to outpatient settings.

* 2014-2024, Optum’s de-identified Clinformatics® Data Mart Database
Beckmann, S. & Donovan, P. Projected site-of-care shifts for 24 key procedures. Advisory Board. 07 Jan 2022.26

— HOPO   — IP Hospital   — ASC and Office — HOPO   — IP Hospital   — ASC — HOPO   — IP Hospital   — Office

75%

24%
1%

62%

28%
10%

52%
35%
14%
0%
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Our Point of View: Industry Trends & Strategy Implications

Strategic ImplicationsIndustry Trends
Focus on Medicare Advantage, including segmented senior clinics, 
integrated home care and digital capabilities▸Pay mix shift creates margin pressure as baby boomers retire 

and Medicare Advantage grows1

Align economics and transition to value-based care, and partner with 
health plans and employers on affordable options.▸Permanent wage increases, drug and supply inflation creates 

chronic financial pressure and affordability crisis2

Build critical talent pipeline and employ flexible work policies to deliver a 
renewed caregiver experience▸Clinical workforce shortages become chronic condition as 

COVID-fatigued healthcare workers leave/mobilize3

Increase access and better navigation for primary care to manage 
patients in whole-person health approach, including mental health and 
wellbeing▸New vertical health ecosystems backed by giant insurers, 

retailers, and big tech offer consumers more convenient options 
and increase demand for caregivers

4

Expand ambulatory options and integrate physical network with digital 
capabilities to provide easy access and seamless experience across 
health ecosystem▸Care continues to shift away from hospital to ambulatory, digital 

and home, with focus on convenience, personalization, and 
affordability

5

Apply advanced analytics, AI/ML, and 
automation to how we coordinate and 
deliver care and lower cost structure

Unprecedented change with 4th

industrial revolution in digital and 
technology

6

27

Differentiate using an integrated digital & physical approach.

28

Best Quality
Great Service
Easy to Use
Affordable

Power of Data

Connectivity
New Capabilities

New Services
New Businesses
Power of Data

Continuously 
Connected 

Physical-Digital-Home 
Anywhere

Ambulatory,
Distributed & Connected

Digital & Data 
Platform/Capabilities

Build the Comprehensive Ecosystem for the Patient & Caregiver

Connected You
“An Effortless Experience”

27
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What Health Systems Must Do to be Successful

Communicate Why

Live Mission & Values 
Every Day

Model Values-Driven 
Behaviors & Decisions

PURPOSE & 
CULTURE

Create Data-Driven 
& Adaptive Culture

BEST
EMPLOYER

Build Workforce 
Pipeline 

Develop Leadership

Onboard & Train 
Workforce

Focus on Diversity, 
Equity & Inclusion

Promote Wellbeing

Work Smarter with 
Automation/AI/ML

CONSUMER
FOCUS

Expand Ambulatory 
Access Points

Implement Proactive 
& Personalized 

Navigation

Focus on Service, 
Quality & Safety

Leverage Digital & 
Self-Service Tools

VALUE-BASED 
LEADER

Transform Care Model 
for Patients 

& Caregivers

Align Economic Model 
& Take Risk

Grow Managed Care 
Lives 

Advance Data 
Analytics Capability

BUILD & CONNECT 
ECOSYSTEM

Build Comprehensive 
Ecosystem

Build Ambulatory 
Physician Network & 

Specialty Depth

Create Community 
& Social Impact

Connect Partner 
Physicians

Develop Learning 
Environment

SCALE & MARKET 
RELEVANCE

Develop New 
Revenue Streams

Create 
Non-Contiguous & 
Vertical Integration

Build Organizational 
Efficiency

29

“The best way 
to predict 

the future is to 
create it.”

Peter Drucker

29
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See Change as an Opportunity

Shift Mindset:
Optimism & 

Curiosity

31

“No one wants to 
follow a pessimist...

You can be 
skeptical, you can 

be realistic, but you 
can't be cynical.”

~ Robert Iger

31

32
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Your job as a leader is to shift the thinking.

Paralyzed by Fear We have a plan…

TOFROM

33

Fixed Mindset
• Avoids challenges
• Gives up quickly
• Ignores or feels 

threatened by feedback
• Feels envy at other’s 

successes
• Believes talent is 

supreme

Cultivate the growth mindset.

Growth Mindset
• Embraces challenges as 

opportunities
• Pushes through barriers
• Welcomes feedback
• Is inspired by others’ 

successes
• Believes talent is rooted 

in hard work

34

33
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See Change as an Opportunity

Shift Mindset:
Optimism & 

Curiosity

Invest in People 
& Leadership

35

”It isn’t how much you know 
that matters. What matters is 
how much access you have 
to what other people know.”

~ Liz Wiseman

Focus on bringing the best out of your people.

36

◉ Know what motivates your team 
members◉ Invest in your team – show them you 
care about their success◉ Structure development into your 
personal and team rhythm◉ Mentor others – serve as the source of 
information and knowledge for your 
team◉ Be a ‘multiplier’ – multipliers can get 2x 
more out of people than Diminishers

35
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Build a comprehensive set of leadership development 
programs and put as many of your leaders through them.

Leadership & 
Physician 

Development
System Learning & 

Training
Clinical Workforce 

Development
Organizational 
Effectiveness & 

Change

EAP and EHR Training
New Employee Orientation

Mandatory Quarterly Training
System Learning Projects

Accelerated Change Excellence 
Performance Management

Change Management 

Academic Placement 
Transition in Practice (OR Peds)

Clinical Simulation Center
New Grad Residency

Leadership Academy
High Potential Manager

Physician Leadership
Essentials of Leadership Courses

Professional Skills eLearning

Sutter Health University

37

See Change as an Opportunity

38

Invest in People 
& Leadership

Shift Mindset:
Optimism & 

Curiosity

Set a Direction & 
Act with Courage

37
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Confront 
Reality

Develop and 
Choose        
No-Regrets 
Moves

In times of uncertainty, the role of the leader is to navigate 
point to point.

40

Define Required Action 
with Short-Term Horizon

Keep the Ultimate 
Mission in Mind

Must Do Both:
Manage Day-to-Day While 

Looking to the Future

Source: Ranjay Gulati, HBS

39
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Invest in People 
& Leadership

Shift Mindset:
Optimism & 

Curiosity

See Change as an Opportunity

41

Set a Direction & 
Act with Courage

Take Risks & 
Keep Learning

“I’ve missed more than 
9,000 shots in my career. 

I’ve lost almost 300 games. 
26 times I’ve been trusted 
to take the game winning 

shot and missed. I’ve failed 
over and over and over 

again in my life. And that 
is why I succeed.”

~ Michael Jordan 

41
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“Grit is sticking with your 
future, day in and day 

out, not just for the week, 
not just for the month but 

for years and working 
really hard to make that 

future, a reality.”

~ Angela Duckworth
Psychologist and Author

Invest in People 
& Leadership

Shift Mindset:
Optimism & 

Curiosity

Set a Direction & 
Act with Courage

Take Risks & 
Keep Learning

See Change as an Opportunity

44

Communicate, 
Listen & Ask 

for Help

43
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Great leaders are master communicators.

45
What is your communication rhythm? 

WHAT
Every organization on the 

planet knows WHAT they do. 
These are products they sell or 

the services they offer.

HOW
Some organizations know 

HOW they do it. These are the 
things that make them special 

or set them apart from the 
competition.

WHY
Very few organizations know 
WHY they do what they do. 
WHY is not about making 

money. That’s a result. WHY is 
a purpose or belief. It’s the very 
reason your organization exists.

Tell the story, starting with the WHY.

WHY

HOW

WHAT
Inspired organizations 
act from the inside out

46

45

46



3/17/2023

24

Build trust with clarity and transparency.

47

◉ Define what you know◉ Choose a path◉ Message consistently◉ Be visible ◉ Get feedback◉ Align action to values

AC30
SAZ123
SAZ130

See Change as an Opportunity

48

Invest in People 
& Leadership

Set a Direction & 
Act with Courage

Take Risks & 
Keep Learning

Communicate, 
Listen & Ask 

for Help

Be Committed & 
Build Resilience

Shift Mindset:
Optimism & 

Curiosity

47
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AC30 [@Sy, Annie Z] is this image licensed?
Coleman, Angela, 3/13/2023

SAZ123 I don't know...
Sy, Annie Z, 3/13/2023

SAZ130 this is nice!
Sy, Annie Z, 3/14/2023
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resilience:
“an ability to recover from or adjust 
easily to misfortune or change.”

- Merriam-Webster Dictionary

Commit time to learning and building personal resilience.

◉ How do you spend your time, where do you get your 
news/information and who do you surround yourself with?◉ You can be uncertain and not have all the answers, but still 
move forward◉ We cannot control what happens to us, but we can control 
our thoughts, emotions and reactions◉ Don’t isolate yourself or “go it alone” — surround yourself 
with trusted advisors◉ Value recovery and rest as much as you value work 
(meditation, journaling, etc.)◉ Invest in think time — this is where you are needed most◉ Practice and lead with gratitude — it is a way of life

50
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Stillness is the key to…

51

◉ Thinking clearly◉ Making tough decisions◉ Managing our emotions◉ Identifying the right goals◉ Seeing the whole chessboard◉ Building good habits◉ Being productive◉ Maintaining relationships◉ Capturing moments of joy and happiness◉ Wrestle with big ideas and questions

See Change as an Opportunity

52

Invest in People 
& Leadership

Set a Direction & 
Act with Courage

Take Risks & 
Keep Learning

Communicate, 
Listen & Ask 

for Help

Be Committed & 
Build Resilience

Shift Mindset:
Optimism & 

Curiosity

51

52



3/17/2023

27

DON’T FEAR 
CHANGE

CHANGE
FEAR

The only person you can control is yourself.

53
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Q & A
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