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Beyond Point Solutions

Why Platform-based Al Implementation Is
Essential for Hospital Financial Sustainability

Healthcare systems stand at a critical inflection point. Over the next few years, the US will experience the
most significant reductions in government funding for healthcare in modern history. An expected reduc-
tion of $1 trillion through 2034—driven by One-Big-Beautiful-Bill-Act (H.R.1) provisions and other policy im-
pacts—will have far-reaching consequences. These reductions will begin to affect health systems as early
as 2025 in some states, starting with a pause on state-directed payments. \

Beyond policy changes, health plans are facing unprecedented financial pressures. For example, most ma-
jor health plans such as UnitedHealth Group, Centene, Humana and Elevance have revised or withdrawn
their 2025 guidance. This will result in additional downward pricing pressure on commercial insurance for
health systems. Such an unprecedented impact requires immediate and decisive action by health system
management teams and boards to strengthen core operations and balance sheets.

When implemented effectively, generative Al has increasingly been demonstrated as a force multiplier for
regional health systems and academic medical centers (AMCs), delivering operating improvements with
>4x in-year ROl in multiple cases. In this paper, we outline a roadmap and highlight important pitfalls to

avoid when scaling generative Al to achieve a sustainable path forward.



https://www.mckinsey.com/industries/healthcare/our-insights/generative-ai-in-healthcare-current-trends-and-future-outlook
http://www.qualifiedhealthai.com

Industry Headwinds Create
Severe Financial Risk

Healthcare systems face critical pressures that could collective-
ly reduce operating margins by 3.5-5.6 percentage points (pp) by
FY2028, potentially pushing health systems into negative margin
territory within three years.

KEY RISK FACTORS

ACA Subsidy Expiration (FY2026): Premium tax credit expiration and additional
benefit restrictions could increase the uninsured population by 8.8 million, reduc-
ing margins by 1.7-2.2 pp through lost revenue and higher uncompensated care.

Medicare Sequestration (FY2027): Federal spending cuts could trigger 2-4%
Medicare reimbursement cuts, reducing margins by 0.5-0.8 pp.

Medicaid Cuts (FY2028): H.R. 1 provisions eliminate coverage for 10+ million
Americans, leading to 40-50% increase in uncompensated care and 0.7-0.9 pp
margin reduction.

Supply Chain Inflation (FY2026): Tariffs create 0.1-0.9 pp margin compression risk
from drug/supply cost uncertainty.

Workforce Crisis (Ongoing): Labor shortages and 50% increase in resignations

since 2020 drive compensation costs 1.2% above inflation, adding 0.6-0.8 pp mar-
gin pressure.

FINANCIAL IMPACT OF KEY RISK FACTORS

Baseline of
Operating Margin, %

ACA Subsidy
Expiration

Medicare
Sequestration

Medicaid
Cuts

Supply Chain

Inflation (0:9-01)
Workforce
Crisis (0.8)-(0.6)
Total Impact
by FY28
B start in Fy26 Start in FY27 Start in FY28

Without proactive intervention,
these headwinds will
fundamentally challenge
hospital financial viability
industry-wide within 3 years.



https://www.cbo.gov/system/files/2025-06/Wyden-Pallone-Neal_Letter_6-4-25.pdf
https://www.cbo.gov/system/files/2025-05/61423-PAYGO.pdf
https://www.cbo.gov/system/files/2025-06/Wyden-Pallone-Neal_Letter_6-4-25.pdf
https://www.aha.org/guidesreports/2025-04-28-2024-costs-caring
https://www.aha.org/guidesreports/2025-04-28-2024-costs-caring

How Al Can Help

Amid economic pressures, Al
offers an unprecedented oppor-
tunity to transform care delivery
from cost-prohibitive to finan-
cially sustainable. Generative Al
adoption in healthcare has dra-
matically outpaced other tech-
nologies, with 66% of physicians
utilizing Al tools in 2024—double
the 2023 figure. This exponential
growth in an industry known for
slow adoption indicates Al could

fundamentally reshape health-
care within 2-3 years.

Traditional software, e.g., robotic
process automation (RPA), has
enabled knowledge workers to
automate repetitive tasks more
efficiently. Agentic Al represents
a paradigm shift: rather than as-
sisting humans, it independently
completes previously human-de-
pendent work. Al agents can

Path to $100M+ Run-rate Impact
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$2B Net Patient Revenue Health System
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* Time to value estimates reflect the timeline to realize full value from Al implementation in each domain. Quick-win use cases may deliver
returns sooner. Source: Qualified Health Analysis, Non-profit hospital system annual financial reports

learn and infer from context, and
independently execute complex
tasks, such as drafting prior au-
thorization appeals citing clinical
evidence from chart notes.

Adoption of generative and
agentic Al technologies presents
an opportunity for 8-15% run-rate
margin improvements within 3-5
years, delivering 5x+ ROI'.

Revenue Integrity

Improve accuracy and speed
of utilization review, prior
authorization, coding, and
denial management with Al

Patient Acquisition

Close care gaps for patients
(e.g., cardiovascular procedures,
infusion therapies) with
Al-assisted screening

and scheduling

Patient Referral & Retention
Prevent referral leakage
through intelligent tracking
and personalized discharge
follow-up

Al leaders can
achieve $100M
run-rate margin
improvement
within 3 years by
prioritizing high-
ROI use cases

with shorter time-
to-value and first-
mover advantages.

1. Run-rate margin impact estimated
based on National Bureau of Econom-
ic Research (The Potential Impact of
Al on Healthcare Spending, 2023),

Qualified Health’s analysis of financial
performance and Al impact across 10+
non-profit hospital systems. Time to
impact and ROI are estimated based
on Qualified Health client experience.



https://www.ama-assn.org/press-center/ama-press-releases/ama-physician-enthusiasm-grows-health-care-ai#:~:text=%2A%20A%20majority%20%2868,in%202023
https://www.ama-assn.org/press-center/ama-press-releases/ama-physician-enthusiasm-grows-health-care-ai#:~:text=%2A%20A%20majority%20%2868,in%202023
https://www.nber.org/papers/w30857
https://www.nber.org/papers/w30857

Pitfalls and Pathways to Successful Al implementation

We are beginning to see a bifurcation across
organizations—Al-forward systems could cap-
ture more than 80% of available value while
laggards capture less than 20%. The com-
petitive stakes are high. In zero-sum areas
like patient acquisition and revenue integrity,
early movers will capture market share from
slower adopters. Health plans are raising the

payment accuracy standards based on Al-for-
ward system performance, putting laggards
at risk of revenue loss. These advantages
compound over time as Al-forward systems
deliver superior patient experiences, faster
care delivery, and more accurate financial op-
erations.

This divergence stems from different imple-
mentation approaches. Leading systems im-
plement Al holistically to transform entire care
delivery workflows. Meanwhile, laggards fall
into common pitfalls—pursuing incremental
strategies with limited scope and organiza-
tional commitment that fail to yield meaning-
ful transformation.

5 Common Healthcare Al Strategies That Won't Yield Transformation

COMMON PITFALLS
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Wait for the EHR / FPA vendor

Invest in point-solutions

Build at all costs

Manual Al governance

Assume employees will
learn how to use Al
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RESULTS

Competitors gain competitive edge by building
Al capabilities while you wait

Point solutions take up disproportionate team
capacity from health system for minimal results

Better commercial grade, cheaper off the shelf
tools with lower long-term maintenance costs
are not accessed

Governance becomes the scaling bottleneck—from

guardrail design and access controls to utilization
tracking and risk monitoring

Inconsistent and ungoverned tool usage creates
security, ethical, and legal risks along
with suboptimal results




Al leaders avoid these pitfalls by following a fundamentally different pathway—im-
plementing comprehensive Al transformation through integrated workflows and \
scalable governance. Successful transformations consistently demonstrate five
common elements.

5 Common Elements of Successful Transformations
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How to Move Fast: Mobilize Strategic
Partnership with a Proven Al Platform

The convergence of regulatory headwinds
and competitive pressures creates a window
for building strategic advantage by taking ac-
tion. Healthcare transformation of this mag-
nitude requires strategic partnership with a
proven Al platform with capabilities to deliver
integrated solutions across hundreds of con-
current use cases while maintaining gover-
nance and compliance standards.

Success depends on implementing these
capabilities through a structured, phased ap-
proach that builds momentum while managing

Scale & Optimization

risk. The model below illustrates how leading
health systems can achieve transformational
impact through strategic Al partnerships.

Organizations that establish these partner-
ships today position themselves to capture
first-mover advantages in an increasing-
ly competitive market. The question is not
whether to implement Al at scale, but how ef-
fectively, safely, and quickly your organization
can mobilize the partnership and platform
infrastructure necessary to capture transfor-
mational value.

Enterprise Transformation
- Launch agentic workflows
- Achieve $100M+ impact

« Full organizational

. Deploy high-value cases adoption

. Target $30-50M impact
- Expand across
departments

Foundation & Proof
« Build Al Infrastructure
« Deliver 3-4 quick wins
- Establish governance

VALUE

« Market leadership position

Strategic transformation requires the
right partner. The ideal Al platform
partner should demonstrate four criti-
cal capabilities:

System-approach: Integrated platform
architecture supporting development,
deployment, monitoring, and scaling of
100+ Al use cases

Generative  Al-native  technology
& product leadership: Silicon Val-
ley-based Al team building advanced
technology stack

Deep healthcare domain expertise and
ROI tracking: Deep partnership driving
authentic frontline workflow transfor-
mation and delivering outcomes

Self-authoring tools: Tools for custom-
ization and local clinical preferences,
and avoiding dependency on vendors

Year 1 Year 2 Year 3
TIME




Qualified Health is an Al platform company exclusively in service to healthcare pro-
vider organizations. Within a year since our founding, we are serving over 125,000
users. Our all-in-one platform combines tailored Al agents, governance controls,
HIPAA-compliant chat and real-time monitoring capabilities to drive measurable
clinical and financial outcomes. From strategic planning through enterprise deploy-
ment, our team of physicians, healthcare executives, and Al safety pioneers pro-
vides the technology and hands-on expertise needed to confidently launch and
scale Al initiatives.

Let’s build your strategic Al roadmap.

.« Qualified Health

GET IN TOUCH: joe.mckenna@qualifiedhealthai.com | www.qualifiedhealthai.com
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