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Overview: Synergizing People, Operations & Strategy

v Overview of Ochsner and my career journey

v People
* Onboarding as a new CFO in a new region
» Building trust and creating a culture of empowerment
* Focus around engagement and turnover

+ Operations
« Establishing rhythm and financial accountability
* Labor and agency management
* Post-covid turnaround
v Strategy
* Ochsner's strategic vision
 The CFOs role in strategic decision making
« Bringing system guidance to a local level
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TSGETHER

WITH PURPOSE

Our Patients, Our Teams, Our Communities

Our True North

OUR VISION:

OUR MISSION:

Inspiring Healthier Lives and Stronger Communities Serve, Heal, Lead, Educate, Innovate

What we aspire to achieve

& é

Patients are Always act with
always our Integrity.
FIRST priority.

How we fulfill our purpose

OUR VALUES:

How we behave

@
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Approach every Inclusivity Excellence is Teamwork
experience with inspires us to do an ongoing makes us
Compassion. our best. journey. stronger.




Shaping the Future of Healthcare

Ochsner serves patients throughout

LOUISIANA,
EVERY STAT

In the nation, and in more than

E

65 COUNTR

Healthy State is a

bold and collaborative

plan to realize a healthier
Louisiana by addressing

the top drivers of poor health.

YOchsnherHealth
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Healthy
State

38K erores r[%w 4,761 e

46

4K

Owned, Managed, &
Affiliated Specialty Hospitals

37

Health Centers &
Urgent Care Centers

1 5 1 4 O O O Patients served in 2023
Y )
4 7 M Clinic Visits in 2023

Patients Enrolled in 600
Clinical Studies in 2023

90
30

Medical Specialties
& Subspecialties

Patients Enrolled in
Digital Medicine in 2023



My Career Journey
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New Executive Onboarding:
Assessing People, Operations & Strategy

People
Stakeholder mapping — Physician and administrative leaders
Arrange coffee or lunch w/ key players
Read through prior years engagement survey
Read through prior evaluations for new direct reports
Establish mutual beneficial meeting rhythm (w/ minimal devia
Understand where quick change is needed

Stakeholder Interest ——>

MICHAEL D. WATKINS

Keep Key Player /
informed Manage closely
Interest Al Interest T
Influence + Influence T
Regular Anticipate &
Minimal Contact Meet Needs
Interest Interest 4
Influence | Influence T

— Influence of stakeholder —>




Onboarding with New Direct Team

Met with all new direct reports 1-on-1 in first

First team meeting was an “orientation on
my leadership style”

Set goal to accelerate trust and team
cohesion

Evaluation period began shortly after
transition

Solicited feedback from key peers, leaders
and business partners

Focused 80% on future, 20% on past
Developed meeting rhythm, made it a

priority and did not compromise connection
time

Make it a priority to meet them where they
are / in a comfortable setting

week (had meetings set prior to transition)
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From direct team to regional influence

Rounding - Got comfortable being uncomfortable

Made rounding buddies *
Quarterly candy pass . .
Weekend Admin on Call (AOC) rounds ﬂ T
Weekly patient rounds 3 J
Lunch in provider lounge ’w ﬂ

Partnered with employee engagement committee on
activities and fundraising

Regular rhythm with HR Business Partner and regional ot A KR LA R P P
Diversity, Equity & Inclusion (DEI) Direct Gt B fpratar N AR g
iversity, Equity & Inclusion (DEI) Director W2 Y 'll!-'ﬂ'-'?."'f-""l‘o :
... Y

Monthly team meetings have significant people focus:
Onboarding ambassadors
Names for personal letters
Best practice sharing
Engagement survey deep dives
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Workforce Engagement is Essential

56% of Ochsner’s
workforce are
millennials or Gen Z
who prefer a “trust &
inspire” culture

88%

88% of employees
leave their jobs for
reasons other than
compensation — like
not feeling trusted
or valued

31% lower
voluntary turnover
at companies with

culture of employee
recognition




Engaged Employees, Physicians & APPs Contribute
to A Stronger Culture

EMPOWERMENT

TRUST & BELONGING ACCOUNTABILITY

* K

by

4

Gallup Q12 Employee Needs
Q03. Know me

QO05. Care about me
QO07. Hear me

Q10. Help me build mutual trust

Senior Leader Rounding | Focus Groups | Diversity Hiring Panels | Onboarding Ambassadors | Ovations

11



Operations
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New Executive Onboarding:
Assessing People, Operations & Strategy

People
Stakeholder mapping — Physician and administrative leaders
Arrange coffee or lunch w/ key players
Read through prior years engagement survey
Read through prior evaluations for new direct reports
Establish mutual beneficial meeting rhythm (w/ minimal deviations)
Understand where quick change is needed

Operations

Familiarize with prior financial statements down to department level
Review regional market data and analytics
Understand external market dynamics

MICHAEL D. WATKINS




Re-establishing an Operational Playbook...

...And Closing the COVID chapter

14

External factors created new habits
and norms during COVID

Supplies -> Whatever is needed
Labor -> Normalized agency

Hospital Metrics -> Lost ability to
trend/benchmark

Established Hospital Monthly
Operating Review (MOR) Cadence

Complete summary

Screen-shot: Financials, Labor, Pt.
Experience scores

Finance team member created and

o/

R N . K
taught nursing supervisor finance class

New, Simplified MOR Template:

Department:
Cath Lab/CVRUIR 14, 5 priorities

Recruitment & Agency. We are fully staffed and have
no agency curmently.

Engagement The Fall engagement survey mean was
4.38! We continue to promote activities outside of work and also
have cake for birthdays and potiuck for nurse's week and tech
week.

IR Team: IR team is fully staffed. The Cath lab continues to

support the IR team in high acuity cases. The IR team will begin
taking independent call in March.

Vendors. We are working hard to utilize our preferred
vendors to decrease costs per procedure in the Cath lab.
Discretionary Expenses & Funnel.

The team is reducing the amount of supply
choices in the lab in order to decrease the
amount of inventory in the department.

Help Needed/Escalations

« Defib and transport monitors for Cath lab and
IR
« Air-conditioned lead apron for Dr. Abi-Samra

Recognition

Jacob Matte, RT for putting together the RCIS Certification
education for the staff. He also took extra call over the
weekend to allow the other staff the ability to stay for the class
on both Saturday and Sunday.




Re-establishing an Operational Playbook...
...And Closing the COVID chapter

Weekly agency calls w/ key leaders

Moved supply chain and hospital
medicine under CFO
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Created monthly “Surgery Summit”

with hospital, clinic and finance
leaders
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Took a fresh look at all data being sent
out by finance team
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FINANCIAL ACCOUNTABILITY & SUSTAINABLE GROWTH

The Results!

. 6,600
$6,902,961 92 /"—' O Unique patients receiving shared
Cost Savings Revenue Growth YoY care through expanded Louisiana

Women’s Healthcare partnership

Salary dollars based on actual HPU 2022 vs 2023

since 2021
16.9% Increase in Visits 1 000/
2023 L 0
2022 Tl e S Agency Free
2021 i e SITSMEVEL (seduding BXE)

Surgical Growth
YoY Improvement 2021-2023 Hospital of the Year _ $35+M
2023 Louisiana State Nurses Association Financial Turnaround

19% 23.2% o : :
e S e Region Louisiana Nurse Foundation Award in 2023
et




2024 Initiatives

Observation Management Other Strategic Projects:
2021 2022 2023 2024
Obs Patient LOS (Obs Hours) 3120 3041 3639 3276 Enrolled in Medicare BPCI-A
Obs Patient LOS (Total Hours) 3757 3601 4273 3733 o _
[Obs Coses a5 % of IP Med+Obs Cases 347% 353% 331% 208%) Modernizing capital and space requests
Status Flips IP to Obs 108 203 158 56
| 1P to Obs Downgrade % 43% 79% 68% 37%| Red ucing ED High Utilizers
Status Flips Obs to IP 1451 1463 1238 1433
| obs to 1P Upgrade % 3659 264% 348% 43 7%
Obs Cases Owver 48 Obs Hours 356 36.6 475 20.0
| 26 of Obs Cases Over 48 Obs Hours 157% 143% 20.5% 133%)

Accepting Transfers
January . Fehruary j March
50.0% | 388.9% 153.3%
E 44.00 E

38.00
33.00

22.00

15.00

S5.00




Strategy
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New Executive Onboarding:
Assessing People, Operations & Strateqy

People
Stakeholder mapping — Physician and administrative leaders
Arrange coffee or lunch w/ key players
Read through prior years engagement survey
Read through prior evaluations for new direct reports
Establish mutual beneficial meeting rhythm (w/ minimal deviations)
Understand where quick change is needed

MICHAEL D. WATKINS

Operations
Familiarize with prior financial statements down to department level
Review regional market data and analytics
Understand external market dynamics

Strategy
Review prior year strategic plans
Review pro formas for previous strategic projects
Understand system executives outlook on Baton Rouge
Understand local leaders outlook on Baton Rouge strategic plan




Types of Planning

Operational Planning
*Details annual goals and
objectives of an organization
« Different for each operating entity;
provides direction to resource
allocation;

precedes budgeting

Strategic Planning
*Defines the overall business
direction of the organization in
the market

* Organization-wide; multi-year
time frame

*Provides descriptive information
on services to be offered, hours of
operation and volume
projections
» Initial step in facility planning;
integral to business planning;
completed separately for each
program

Program Planning

20



Ochsner Health Strategy Influencers

Strategy Execution

Balanced Scorecard Success

The

o EXECUTION
Frances Frei Ranjay Gulati ' PREMIUM
Strategy Consultant — Customer Focus +  Strategy Consultant — Partnerships, g Tty o e
Culture and Values Playing to Win, Disruption ! o Compeiens At

Robert S. Kaplan |l Robert 3. haplan
David P Norton [l M2VI0 F Norlon B "TEi kN

HOW STRATEGY
REALLY WORKS

THE KAPLAN-MORTON COLLECTION

Playing to
Win: How

Strategy
Really Works -

The Four Things a
Service Business

Must Get Right .
(hbr.org) s = YouTube




Foundation for Our Strategic Plan

Unique patient growth Industry Trends: National and Guidance from service lines
: : Local : o
Provider recruitment success Capital outlay projections
, _ In-market Physician Supply &
Leakage/Outside Provider Demand Growth outlook
Expenses

Population Growth Projections

|
Campus Provider recruitment plan Projected hiring needs
renovation/upgrades . Addition/expansion of Job areas with potential .
Space optimization existing sites short-falls

Explore new services New opportunities & partners Team Talent Review Process




FINANCIAL ACC(.)UNTABILITY & SUSTAlNABLE GROWTH ]
Growth is a Strategic Imperative

TWO STRATEGIES FOR GROWTH

© + O

Inorganic Growth Organic Growth

Grow Business Grow Business
from the Outside from Within

23




Ochsner’s Inorganic Growth Track Record

LGH and Singing River
\/Ochsner URGENT CARE PAtrsthe LS
& Occupational Health p
B Clinic Physicians Hospitals (Owned, Managed, Affiliated) Launched LSU E Rush
Strategic Partnership ! Merger
Launched Ochsner i fg:oh;’::;:r i !
Health Network : . i :
Sold Ochsner ; : ! :
Health Plan Launched ! i E :I
i COE Strategy | ! : !
i Katrina E Y i E 2,300
i : : . | 2,147 2,240
! ' Purchased Launched ! i
: ' Tenet Nola Partnership l 1,853
' ' Assets Strategy i 1,687
Clinic and ! ! g i i
Hospital Merger : : i : 1051!214
i : | cae 961 LU18°,
! : 860
: ! 709 756 814 821
TI1 1111 i I I I I I
1999 2000 2001 2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

Organic Growth Acquisition

e B B E—




Strategic Growth Goals

Be the care provider of choice for outpatient, ambulatory surgery and short-stay care within the Baton Rouge Region.

\-/ Ochsner

Baton Rouge

e

1-12 Corridor 1-10 Corridor

> O'Neal Campus Expansion: »  Grove Optimization
Emergency Department, » et ABD Shuingls Rubew
Electrophysiology Procedural lab Drivers of entire »  Gonzales Strategic Review

» Space Utilization Improvements: strategy'
Behavioral Health from Grove to , Leakage

O'Neal, 3rd floor utilization (Med/Surge , Physician Recruitment

vs Pre/Post), Materials Mgmt relocation
v —— Sl—-Sei— o

> Growing patient population




Cost, Benefit, Downstream Impact

Strategic Planning Analysis — O’Neal Campus

Strategic Plan Benefit Downstream Impact
Plaza IV Utilization Relocation of Executive Team to allow for consolidation of Behavioral Health Concerns about executive team being offsite
(Total - $1.9 Million:BH Expand care services at Plaza IV to include wound care for patients Clinic expansion for Peds
outfitting $350K, and Wound Safer environment for pts and staff in BH
Care outfitting 1.4 Million) Potential to relocate The Grove Admin to BH offices on 4t floor and
allow

Peds to expand on 5% floor

ED Expansion — O’Neal Increased throughput ability Need from system service line (cardiology) to implement provider
(estimated cost $3.4 Million) Increased patient experience rotations to expand access at O’Neal
Addition of EP/Hybrid OR Growth for cardiology service line Increased need to recruit Cardiologists now

(estimated cost of $3.2 Million)  Expansion of services for patients

Bneneming PmiPost [, 1 ' I | Ptnatiet fur nageihe- anplnes apeises: sndgeiing pallssis
g - —— - i e -~
Punid'® e o gt ® 1 faertag .
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To Avoid The “Fall” in a Market Inflection, You Must Pursue an AND strategy
Operational Excellence AND Strategic Growth
Transform How

We Work
Adoption & Strategic - ‘.

Execution of Strategy Optimization & Growth - "—

-
L] L] ’
The Competitive  p . a4ioation _ ‘

Advantage -

-
Action, Evoluti -
(Action vc.)umn)/: ”
Inflectlon’ -
Focused, Energized, The Fall Strong Financials, But “If it

Adaptable, Outward-Facing 7 ~ \\A (Inaction, Status Quo) ain’t broke, don’t fix” attitude
/ N\
* ' Avoid Reality & Risk
N\

\
‘ Double Down On Existing Model

Source: Adapted From Ranjay Gulati
Professor, Harvard Business School %’




Key Takeaways

Embrace diverse exgeri_ences: Non-linear career journeys offer a wealth of experiences and
perspr?ct|_\{_es into the business and people leadership — Embrace new challenges and learning
opportunities

Prioritize preparation and alignment: During an executive role transition, prioritize self-preparation
and assessment from day one — This sets a strong foundation for effective decision-making and
integration with the finance function.

Focus on people-centric leadership: Make people your top priority — start by cultivating trust and
credibility within your direct team of influence. Understandln% he motivations and pain points of key
players and influencers enables you to effectively navigate the landscape & drive collaboration.

Operational excellence & collaboration: Focus on the “how” rather than the “what” in operational
finance — be an obstacle remover, facilitating collaboration, consultative leadership and problem-
solving, rather than merely implementing changes and tasks.

Strategic alignment & growth: DeveIoF smart strategies that align with evolving market dynamics and
organizational goals — operational excellence is as crucial as growth initiatives in driving financial and
organizational health and sustainable performance.
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Measuring Success?

Strategic/ Transformational Change

Fundamental shift in how we do the work
Intense focus on improvement
Usually long-range in nature

Tackles Organizational Legacies/ Structures/
barriers that may historically have been in place

Rigor on Goal Setting, Timelines, Project
Management Principles

Reallocation of Organizational Resources and
Talent (Time Included; could include
redeployment)

Part of Organizational Strategy/ Change Agenda-
Requires Robust Change Management Planning

Prioritization Tied to
Strategic Goal/Outcome, Reallocate Resources from

other initiatives to accomplish, ruthless prioritization of
activities to drive focus

Operational Excellence/ Continuous
Improvement

Continue to operate as normal with a shift in
what we focus on

Part of our continuous improvement journey;
hardwired into daily operational
processes/operating rhythm

Can be short or long term in nature; usually part of
a larger goal/target

Usually relies on resources that already exist in the
organization or as stretch projects for key
individuals (additive work)

Part on annual operating plan and financial
improvement plan- largely incremental in nature

Prioritization Tied to

1 year goal/outcome, operational capacity of leaders,
availability of resources




People & Culture: Destination 2026

Renovate Culture

Strengthen Leader

Capability and
Effectiveness

Reimagine
Employee
Value
Proposition

Adopt an Adaptive
Career Management &
Internal Mobility
Approach

- ©

Align Culture &
Employer Brand
Experience

Create High-Trust &

Celebrate Service
Milestones and
implement Standing
Ovations awards

Establish True North

steering council and

refresh PAC forum to
advise on and guide

culture change

Strategic
Learning Council

Leader Capabilities
Model (Incl.
Empowerment &
Consultative

leadership framework)

Academies, Core
Curriculum,
MicroLearnings, High
Potential
Programming

Talent Dashboard

Pay Equity, Transparency

Competitive / Simple
Employee Value
Proposition

Streamline Candidate
Experience and

Tailored Benefits &
Compensation Models

Market Intelligence for
Workforce

Meaningful Rewards &
Recognition

4

Adaptive career paths

Talent marketplace /
workday career hub

Career Solutions center

Individual ~ Career
Development Plans

Increase workforce
development talent
readiness and prog
success rate

On track

Future

Evolve DEI
Strategy from
Transactional to
Transformational

Revamp DEI data
dashboards

Expand the HBCU Summit
program and community
health events

Create an annual system-
wide DEI education
curriculum

Restructure System and
Regional DEI Councils

Restructure ORGs

DEI Council report-outs
and revised DMORs



Employee Engagement Action Plan

FOUR EMERGING THEMES

Enable Transition “To” State

“From” State
+ “Command and control” Levers for Change +  Supportive & consultative
« Lack of psychological safety _ leadership
+ Lack of respect for all roles and * Role Modelling « Transparency, trust, clarity and

jevels >>> «  Express & Communicate Clearly >>> . psychological safety

* Unclear link between Empowerment and inclusivity
performance and rewards . R d Svst 8 + Recognition and rewards

+ Burnout and fatigue Reyv?r ys etm S « Work-life balance

« Large and complex einforcemen +Accountability, fairness and

equity

Senior Leader Rounding | Focus Groups | Diversity Hiring Panels | Onboarding Ambassadors | Ovations o



