
A SPECIAL INDUSTRY REPORT



Navigating Employee Relations in Healthcare
Employee relations in large healthcare & hospital systems stands in a 
category of its own — defined by complexity, urgency and outcomes that 
can profoundly impact people’s lives. That’s why we created a special 
report focused on this segment. Organizations delivering care across 
multiple facilities and specialties face unique pressures. They must balance 
coordinated care, manage diverse teams, and respond to rising issues 
such as unprofessional conduct (related to both employees and patients), 
mental health challenges and increased union activity. These trends are 
further shaped by societal shifts and a rapidly evolving political climate 
with ever-changing regulations.

Our goal with this report is to provide actionable insights to help 
employee relations leaders navigate these challenges. Organizations are 
making strides in tracking key metrics and centralizing employee relations, 
reflecting a strong commitment to consistency and compliance. Yet the 
data shows there’s still room to grow — especially when it comes to 
proactively addressing risks, supporting training needs and adapting to 
the evolving challenges facing today’s healthcare workforce.

Deb Muller
CEO, HR Acuity® | 888.598.0161 

dmuller@hracuity.com

This report shines a light on these opportunities and offers actionable ideas 
to drive strategy and help build fair, transparent and healthy workplaces 
— so you can focus on what matters most: Delivering exceptional care for 
both patients and employees, while protecting your organization.

Thank you for your dedication to your teams, your patients and your 
employees. I invite you to explore the findings and join the conversation as 
we shape the future of employee relations in healthcare.
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Interested in participating in next year’s study?

Email us at benchmark@hracuity.com to let us know.

You can download the 
full Employee Relations 
Benchmark Study here.

mailto:benchmark@hracuity.com
https://www.hracuity.com/resources/research/employee-relations-benchmark-study/?utm_campaign=24113449-2025%20Healthcare%20Report&utm_source=pdf
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Organizations within the large healthcare & hospital systems sector typically 
provide a comprehensive range of services — spanning inpatient, outpatient 
and coordinated care across multiple facilities such as hospitals, clinics, 
physician practices, sub-acute and skilled nursing facilities, and other 
healthcare sites. These services are delivered under a single organizational 
umbrella, within an interconnected structure or through strong affiliations. 

Matching Resources to Evolving Needs
These organizations stand apart from overall Benchmark participants in 
several nuanced ways, reflecting the unique complexity and pressures of 
healthcare environments. These organizations are more likely to assign 
cases by line of business and often operate with fewer dedicated 
employee relations resources per employee, perhaps because their 
employee relations function tends to be centralized (i.e., a team of Employee 
Relations Professionals or Center of Excellence (COE) responsible for 
managing employee relations issues and conducting investigations across 
the organization – may or may not be geographically centralized). 

Tighter Processes Can Safeguard Workplaces
While organizations in this segment show a strong commitment to tracking 
substantiation rates and integrating demographic, performance and 
other employee data, their use of formal investigation processes and 
data-driven insights and initiatives lags behind broader Benchmark 
participants. Large healthcare & hospital systems also report sharper 
increases in issues such as unprofessional conduct, mental health challenges 
and union activity, which they attribute to heightened awareness of rights, 
societal pressures and the political climate. 

Bridging Data Gaps Can Help Reduce Risk 
Despite leveraging technology for case management, there’s a notable gap 
in using data to predict employee behaviors and identify training needs, 
which impacts their ability to address emerging risks before escalation. 
These differences highlight the need for case management and workplace 
investigations solutions that can be tailored to address the distinct challenges 
faced by large healthcare & hospital systems. Such solutions are essential to 
ensure fairness, transparency and healthy work environments for all.

Respondent Profile

Findings include input from 10% of 
total respondents representing 29 
large healthcare & hospital systems.*

By industry

16%
34%

16%

15%
7%6%

6%

Financial Services/Insurance

Technology

Healthcare/Hospitals

Manufacturing, Distribution

Pharma/Medical Devices

Government, Public Sector

Other

of healthcare respondents are 
large healthcare & hospital 
systems, with an average of 
33,400+ employees67%

* This report data is directional only, due to the small sample size.
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Organizational Model and Case Assignment
Large healthcare & hospital systems tend to use a centralized or mixed organizational model and are more likely than overall participants to assign cases by 
line of business (often referred to as “service line” among healthcare organizations). This ensures that cases are handled by practitioners with specialized 
expertise, deep contextual knowledge and a thorough understanding of complex regulations as well as the challenges and unique operational needs of each 
department and service area. This approach can result in more effective investigations and better outcomes.

Centralized employee relations model

Large 
healthcare 
& hospital 
systems

All 
respondents

87%
93%

Case assignment comparisons

Large healthcare & 
hospital systems

By line of business (or service line for healthcare)

All respondents

All respondents

41%

32% 1.3x

By case type

3%

12%

4xLarge healthcare & 
hospital systems
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Staffing Resources & Scope
Compared to broader Benchmark respondents, many organizations in this sector have leaner employee relations teams, with a larger share also handling 
performance management. This stretches resources and can impact the quality and timeliness of investigations and issue resolution. Resource constraints 
also create an opportunity for case management technology to improve efficiency and consistency. Secure, AI-guided solutions enable leaders to address 
routine matters independently, freeing employee relations professionals to focus on high-risk issues and strategic initiatives. By linking caseloads, outcomes 
and risk mitigation, organizations can build a stronger case for additional headcount and use resources to their fullest potential.

Employee Relations Staffing Ratios 
(Dedicated employee relations FTE per 1,000 U.S. employees - median)

Large healthcare 
& hospital systems

Overall healthcare 
respondents All respondents

0.38 0.44 0.64

86%

Overall healthcare 
respondents

Does your team handle performance issues?

83%

Large healthcare & 
hospital systems

79%

All 
respondents
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Issue Reporting
Most organizations in this sector track whether issues are reported anonymously but stop short of analyzing the real numbers — how many issues are 
reported anonymously versus by name. Without this critical data, leaders lack a powerful lens into employee trust and the true climate of their workplace. 
To drive meaningful change, organizations must measure and share these trends to gain deeper insights into workplace culture and strengthen employee 
relations strategies. 

76% of organizations track whether issues 
are reported anonymously or by name

of organizations track whether issues are reported 
anonymously or name, but do not track the number 
of reports submitted by each method

86%
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Issue Volume and Case Complexity
At first glance, case and issue volumes for large healthcare & hospital 
systems appear more favorable in comparison to all respondents, but the 
real story lies in the details of case complexity and issue tracking. Only 
one in 10 organizations tracked the number of issues per case, preventing 
an accurate picture of caseloads and creating challenges in resource 
allocation to ensure issues and investigations are handled effectively.

As large healthcare & hospital systems face increasingly complex issues, 
leveraging technology to capture and analyze these nuances will provide 
the insights needed to uncover hidden patterns, address root causes and 
strengthen employee relations processes.

203.2

Large healthcare & hospital systems

Overall healthcare respondents

All respondents

124.6 134.4 124.6

166.9 170.6

Total number of cases Total issue volume

Case and issue volumes

Issue category Large healthcare & 
hospital systems All respondents

Policy violations 38.03 38.21

Performance issues 22.79 39.38

Behavioral issues 23.71 22.4

EEOC/federal/state/local 
agency charges 2.65 1.66

Discrimination, harassment 
or retaliation allegations 7.67 14.7

(average number per 
1,000 employees)

Only 10% of large healthcare & hospital 
systems track the number of issues per case.

Issue-to-case ratio

Large healthcare & 
hospital systems

All respondents

1.21 issues per case

1.4 issues per case



Industry Report: Large Hospitals & Health Systems 09

Issue Trends | Issue Volume by Case Type
This industry segment experienced significant increases across a wide range of issues, outpacing overall Benchmark trends in most categories in 2024. These 
increases reflect the growing complexity and risk in today’s healthcare environments and highlight the need for additional employee relations resources. 
Investing in tools that help leaders address issues before they escalate, along with solutions that enable proactive tracking and analysis of evolving issues and 
trends, is crucial for strategic interventions and to create safer, more supportive workplaces for employees.

Issue volume by case type

Large healthcare & hospital systems

All respondents

22%
48%Social media issues

Unprofessional conduct/policy violations 59%
46%

59%
53%Accommodation requests

55%
48%Mental health issues

38%
29%Discrimination

29%
41%Workplace bullying

35%
28%Non-sexual harassment allegations

18%
41%Substance abuse

16%
38%Union-related activity

28%
21%Sexual harassment allegations

21%
38%EEOC charges

35%
15%Workplace violence

28%
16%Threat assessments

14%
21%Abuse of remote work

51%
45%Job performance

24%
31%Retaliation

20%
21%Theft/fraud

18%
23%Wage and hour disputes
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Issue Volume Attribution
More organizations in this sector saw heightened challenges driven by mental health concerns, the political environment and increased employee awareness 
of perceived rights compared to all respondents. These organizations also report greater impact from societal crises and generational differences compared 
to overall Benchmark participants. Navigating this complex landscape requires the ability to spot trends and issues in these areas and intentional focus on 
understanding the needs of employees from different generations and addressing the unique pressures impacting today’s healthcare workforce. 

To what would you attribute any increase in employee-related events/issues over the course of 2024?

Mental health 
challenges

Political 
environment

Increased awareness 
of perceived rights

Societal crises, issues 
or movements

Generational 
differences

64%

75%

40%

58%58%

39% 42%
38%

30%

72%
79%

64% 64%
71%

54%

Large healthcare & hospital systems Overall healthcare respondents All respondents



Industry Report: Large Hospitals & Health Systems 11

Time to Close
On average, most employee relations cases were resolved significantly faster for large healthcare & hospital systems than all respondents, particularly for 
policy violations, performance and behavioral issues. However, resolution times were longer for accommodations and responses to EEOC or other agency 
matters, suggesting unique complexities in these areas. This mix of efficiency and complexity underscores the need for streamlined processes to ensure 
timely, compliant outcomes in the demanding and high-stakes healthcare environment. 

Average number of days cases are open

Time and attendance 3 1514

Average for large healthcare & hospital systemsLower quartile Upper quartile
*Indicates time to resolution for large hospitals & 
healthcare systems was less than for overall respondents

7 1813Wage and hours*

5 15 19Policy violations*

15 4829Accommodations

8 4722Leave management*

8 2616Behavioral issues*

9 2720Non-sexual harassment*

8 3019Sexual harassment*

10 4518Retaliation*

6 4517Performance*

10 3121Discrimination*

8216 43Response to EEOC or other agency
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Investigation Processes
The use of structured investigation processes is far less common and often not required among large healthcare & hospital systems. Instead, many rely on 
suggested guidelines or operate without a defined approach. This leaves these organizations more vulnerable to inconsistencies and risk when handling 
workplace investigations. A clear opportunity exists to elevate practices by implementing standardized investigation protocols. Improvements in this critical 
area will lead to better outcomes for employees and reduce legal exposure for their organizations.

4%

Use of investigation processes

Required 
investigation 

process

Suggested 
investigation 

process

No investigation 
process in place

31%

14%

55%

57%

38%

Large healthcare & hospital systems All respondents
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46%

Substantiation Rates
Tracking substantiation rates is fundamental to understanding the effectiveness and fairness of workplace investigations. Many large healthcare & hospital 
systems recognize the value of monitoring overall substantiation rates, yet few analyze this data by issue type, highlighting a missed opportunity to gain 
deeper insights into patterns and potential areas of concern that might otherwise go unnoticed. Ongoing analysis and consistent monitoring of this data 
allows organizations to proactively address specific risks and implement targeted interventions, strengthen accountability and foster a culture of trust. 

Tracking substantiation rates

Tracking substantiation by issue type

Large 
healthcare 
& hospital 
systems

60%

All 
respondents

43%

Overall 
healthcare 

respondents

Large 
healthcare 
& hospital 
systems

10%

All 
respondents

30%

Overall 
healthcare 

respondents

13%
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Tracking and Using Data & Metrics
Large healthcare and hospital systems are moving away from outdated tools, yet many still haven’t adopted dedicated case management software to manage 
employee relations and workplace investigations. This limits their ability to turn data into actionable insights, identify training needs or proactively address 
inclusion and equity. Without robust tracking and analytics, organizations risk missing early warning signs. Investing in technology specifically designed to 
manage employee relations is essential for driving strategic, data-informed decisions and fostering a culture of trust.

Large healthcare 
& hospital systems

All respondents

How are metrics and data gathered currently used within your organization?

Develop more data-
driven employee insights 

and initiatives 

55%
67%

Identify training needs
45%
60%

Identify at-risk 
populations

41%
36%

Create better employee 
relations policies 

35%
44%

Identify potential issues 
related to inclusion and equity 

24%
30%

Construct predictive models 
of employee behavior

13%
14%

Metrics gathered, but 
not really used

14%
11%

Identify staffing needs
7%
22%

How does your organization primarily 
track ER issues and investigations?

Large healthcare & hospital systems

Overall healthcare respondents

All respondents

ER technology 
platform

Spreadsheets or 
generic databases 

45%

58%

47%

3%
13%12%
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Advanced Analytics
When it comes to tracking key employee data points such as demographics, performance ratings, turnover and engagement scores, organizations in this 
segment are ahead of the overall respondent curve, giving them a stronger foundation for understanding workforce trends and addressing employee relations 
issues. However, there’s still room to grow in connecting employee relations with broader business performance and talent management strategies. By 
integrating these additional data streams, organizations can more effectively manage the nuances of employee relations, drive better outcomes and align 
people practices with overall business goals.

What other data, if any, do you integrate with ER investigation data for further analysis? 

Employee 
demographics

Performance 
ratings

Turnover Engagement 
scores

Business 
performance

Talent management, 
acquisition

52%

44%
48%

41%

48%

39%

48%

36%

20%

13%

8%

14%

Large healthcare & hospital systems All respondents
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Predictive Analytics
The data shows a mixed approach to using analytics in employee relations. While a strong majority proactively identify early warning flags and measure the 
impact of their initiatives, fewer leverage predictive data to spot incidents before they escalate or implement initiatives in response to trends. Interestingly, 
more large healthcare & hospital systems are building models to predict employee behavior and forecast outcomes than the overall average, yet a greater 
portion collects data without fully analyzing or acting on it. To manage employee relations effectively, it’s essential to move from data collection to actionable 
insights — using predictive analytics and targeted interventions to get ahead of issues and drive meaningful change.

How are you analyzing that information to minimize risk and prevent future issues?

Identify incidents or events that 
ultimately lead to ER issues 36% 57%

Construct models based on issue 
trends to predict employee behavior 22% 11%

Implementing initiatives to address 
trends or spikes in issues56% 76%

Identify early-warning flags, in order 
to offer targeted early interventions78% 64%

Measuring impact of initiatives on 
issue volume and trend lines44% 35%

Construct models based on trends 
to predict employee behavior 22% 11%

Forecasting outcomes and 
anticipated cost-avoidance 22% 13%

Gathering the data, but not really 
analyzing or using it22% 9%

Large healthcare & hospital systems All respondents
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Artificial Intelligence
The data reveals that while some organizations in this sector are beginning to use AI for policy recommendations and pilot isolated AI projects, adoption 
remains cautious and measured. A thoughtful strategy that reflects best practices, emphasizes the importance of ethics, transparency and fairness in AI 
implementation is essential for employee relations. Effective experimentation is best started with small, well-defined projects, includes rigorous oversight 
to identify and address bias, and engages diverse stakeholders throughout the process. In this way, organizations can responsibly harness AI’s potential to 
create efficiencies and strengthen employee relations effectiveness. Balancing AI-driven insights while keeping human judgment central helps build trust with 
employees and safeguards the organization.

How is your organization using AI in employee relations?

Overall healthcare 
respondents

14%

Overall healthcare 
respondents

26%

Large healthcare & 
hospital systems

Policy recommendations

17%

All respondents 9%

All respondents 35%

Experimenting / piloting a few isolated AI projects 

28%Large healthcare & 
hospital systems
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Healthcare Industry Perspectives

“Identified areas of increased staffing shortages; investigations help us 
identify issues before they turn into litigation cases.”

“Use data for compliance committee reporting quarterly.”

“We began a new focus on leader capability; Reconstructed all leader 
training around employee relations trends and data; Leaders now feel 
more supported and kept abreast.”

“Examining our data has helped create more efficient processes and 
align our work with the industry.”

“As we centralized, leaders and ER Center of Excellence (COE) spent 
lots of time on repetitive task of Attendance Disciplinary action; Created 
standardized attendance forms with plug-and-play fields to streamline 
the process for operational leaders to enable quick ER COE review.”

“Secured an additional Full-Time Equivalent (FTE) for our Disability 
Management Staff (responsible for Americans with DIsabilities Act 
compliance).”

“Determined that nearly 50% of cases could be handled locally with 
proper guidance; Created an intake system to ensure leaders complete 
all steps before escalating cases.”

“Analyzed overtime, absences and disciplinary action to predict staffing 
levels.”

“Delving into data helped us uncover communication gaps and identify 
needs and opportunities to improve consistency.”

“Share monthly and Year-to-Date ER data on Performance Notices and 
cases, as well as trends and watchlist items.”

Driving Strategic Impact with Data Insights Embracing AI’s Potential in Employee Relations

“The HR division is piloting the use of 
AI; Use across the organization varies 
by department from none to very 
sophisticated; We’re eager to apply 
AI to data sets to identify trends and 
outcomes of initiatives.”

“We realized great time 
savings when recently 
completing our Annual 
Reviews and setting goals 
for next year with the help 
of AI.”

“It’s mostly used 
in business areas 
that HR supports; 
we’ll most likely first 
implement AI in our 
HR Resource Center.”

“While in early stages, we 
hope to leverage AI in the 
coming year to increase 
efficiency, automate 
administrative tasks and 
mine our data for insights.”
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About the Benchmark Study
The Annual HR Acuity Employee Relations Benchmark Study was launched in 2016 to identify and define best practices for employee relations management. 
Organizations across a wide array of industries provide data on employee relations practices related to their organizational model, case management 
processes, employee issue types, volumes, trends and internal data-driven metrics. 

The Study continues to grow in breadth of topics and the number of participating organizations. We continue to work with participants and members of the 
HR Acuity Employee Relations Roundtable and empowER™ communities to refine and expand the instrument to include relevant topics on which practitioners 
seek benchmarking information. The Study is the definitive resource for employee relations management and trends across the evolving landscape, providing 
best practices and metrics for organizations to compare their employee relations function against similarly situated organizations.

Interested in participating in 
next year’s study?

Email us at benchmark@hracuity.com to 
let us know.

DOWNLOAD THE FULL REPORT

mailto:benchmark@hracuity.com
https://www.hracuity.com/resources/research/employee-relations-benchmark-study/?utm_campaign=24113449-2025%20Healthcare%20Report&utm_source=pdf
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HR Acuity is the only technology platform specifically built for 
employee relations and investigations management, helping 
organizations protect their reputations and build better workplaces.

We empower customers with built-in intelligence, templates 
and reporting so they can equitably and appropriately manage 
employee relations issues; uncover trends and patterns through 
forward-looking data and analytics; and provide trusted, consistent 
experiences for their people.

The #1 Leader in Employee Relations and Investigations Technology

hracuity.com  |  info@hracuity.com

https://hracuity.com/?utm_campaign=24113449-2025%20Healthcare%20Report&utm_source=pdfracuity.com

