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The Structural Inflection Point
Healthcare cybersecurity has reached a critical turning point. The industry 
is no longer facing a gap in tooling; it is facing a gap in operationalization. 
This is the ability to translate massive volumes of security data into 
enterprise risk decisions that protect patient safety and care delivery. While 
technical defenses remain necessary, they are no longer sufficient in an 
era where a single breach can result in weeks of clinical downtime and 
existential financial strain.

During January and February 2026, Meditology Services conducted a 
series of in-depth interviews with cybersecurity leaders from healthcare 
organizations. Their perspectives, reinforced by Meditology’s proprietary 
data derived from hundreds of client engagements, reveal an industry 
moving decisively away from “check-the-box” compliance toward a model 
of measurable operational resilience.
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This Executive Summary introduces a series of upcoming reports exploring four macro shifts that define the 2026 landscape:

The Resilience Mandate: From Prevention to Care Continuity
The primary metric for cybersecurity success has shifted. Boards of 
Directors have stopped asking, “Were we breached?”, and started asking, 
“Can we still deliver care?”. This change in mindset is driven by a 63% year-
over-year increase in healthcare breaches, which has proven that total 
prevention is an unrealistic goal.

Mature organizations are now prioritizing the Resilience Mandate, where 
success is measured by operational uptime and the ability to isolate facilities 
during an incident to prevent total system collapse. Security is no longer an 
IT overhead cost, it is a clinical necessity that ensures the “digital hospital” 
remains open for patients, regardless of the threat landscape.

1 Third-Party Risk as Operational Accountability
The Change Healthcare incident transformed supply chain risk from 
a theoretical concern into an existential one. In 2026, static vendor 
questionnaires are being replaced by architectural risk reviews and a reliance 
on validated certifications like HITRUST and SOC 2 attestations.

Leading health systems are moving toward a model of Operational 
Accountability, where critical vendors are integrated directly into the 
organization’s business continuity and disaster recovery planning. By 
focusing resources on vendors that pose the greatest risk to clinical 
operations, leaders can scale their oversight without being overwhelmed by 
the sheer volume of the vendor ecosystem.
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AI Governance Before Enablement
Artificial Intelligence is a top-of-mind priority for every healthcare executive, 
but mature leaders insist that governance, policy, and data normalization 
must precede automation. The most immediate threat is “Shadow AI,” which 
is the unauthorized employee use of consumer AI tools that can lead to the 
exposure of sensitive patient data.

The 2026 strategy focuses on building AI Assurance Frameworks that ensure 
innovation does not outpace security. Leaders are prioritizing the “cleaning” 
and “normalization” of data as a non-negotiable prerequisite, recognizing that 
AI-driven security tools are only as effective as the data that fuels them.

3 Platform Consolidation for ROI
Facing flat budgets and razor, thin margins, healthcare organizations are 
aggressively consolidating their security stacks. The industry is moving from 
“best-of-breed” portfolios to “best-integrated” platforms, such as Microsoft 
and Epic, to reduce tool sprawl and alert fatigue.

This shift is not just about cost reduction; it is about reducing the “workforce 
burden” on overextended security teams. By simplifying the environment and 
automating evidence reuse, organizations can reduce “audit drag” and allow 
cybersecurity personnel to focus on active threat mitigation rather than the 
manual management of disparate, siloed systems.
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“Security has 
to support care 
delivery, not slow 
it down.”

— Healthcare CISO
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The Macro Pressures
Shaping 2026
The strategic shifts identified during the interviews 

did not emerge in a vacuum. The shifts are a direct 

response to the converging pressures that are 

reshaping every investment decision, staffing plan, and 

board conversation regarding healthcare cybersecurity.
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Financial Strain Is the Backdrop to Every Decision 
Healthcare organizations are operating on razor-thin margins, 
exacerbated by reimbursement delays from payers and massive 
uncollected debts. One health system leader described the 
challenge starkly: the organization was carrying millions in 
unreimbursed care costs and had recently absorbed a facility 
operating at a significant loss, yet could not close it, because 
it served hundreds of thousands of patients and was a major 
regional employer.

Security leaders consistently cited economic strain as the 
backdrop to every investment decision. Across interviews, we 
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observed delayed budget approvals, flat or minimally increased 
funding, pressure to consolidate tooling, and heightened ROI 
scrutiny on all cybersecurity spending. One CISO was still 
waiting for budget approval three months into the 
fiscal year.

The result is a fundamental shift in how 
security investments are justified. 
Organizations can no longer spend their 
way out of risk. Instead, every dollar must 
demonstrably map to risk reduction or 
operational protection, and investments that 
cannot articulate clear business impact are 
being deferred or eliminated.

The Post-Change Healthcare Reckoning 
The Change Healthcare breach served as a defining 
event for the industry in 2025 and continues to reverberate 
into 2026. As one security leader described, healthcare 
organizations did not fully appreciate the depth of Change 

Healthcare’s reach, across care delivery, health financing, claims 
adjudication, and pharmacy dispensing operations.

The incident involved a double extortion scenario, with 
estimated costs continuing to climb into the billions 

of dollars. More significantly, the incident forced 
a reckoning across the industry: organizations 

realized they lacked a clear understanding 
of their critical business processes and the 
vendor dependencies underpinning them. 
The result has been an acceleration of 
business impact analysis, vendor resilience 

planning, and a fundamental rethinking  
of how to manage supply chain  

concentration risk.

The Change Healthcare incident elevated third-party risk 
from a compliance exercise to a board-level existential concern 
virtually overnight.

“Every dollar we 
spend has to map 
back to risk reduction 
or operational 
protection.”
                — Healthcare CISO
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Regulatory Overlap and Audit Fatigue 
Anticipated HIPAA modernization is viewed across the industry 
as evolutionary rather than disruptive. Organizations are 
preparing for stronger documentation requirements around 
resilience, clearer accountability mapping, and potential annual 
vendor attestation requirements. Security leaders generally 
welcome the prospect of more specific regulatory expectations, 
noting that the current guidance-based approach has created 
inconsistency in how organizations implement controls.

At the same time, overlapping regulatory oversight from the 
Office for Civil Rights, CMS, the Joint Commission, and an 
expanding set of payer-driven requirements has created what 
leaders describe as a “proverbial storm” of compliance strain. 
Security teams are increasingly pulled into evidence production 
for audits, diverting resources from active threat mitigation. This 
regulatory pileup reinforces the urgency of control harmonization.

Office for 
Civil Rights CMS

The Joint Commission

Payer-Driven
Requirements

Regulatory Oversight Leads to Compliance Strain
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2026 Priority Actions 
for Security Leaders
To navigate these compounding 
pressures, mature cybersecurity 
programs are adopting a roadmap 
focused on execution rather than just 
maturity scores and control counts. 

We believe the following actions will have 
the greatest impact in 2026.

Look for these additional reports and 
insights soon.
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Invest in Operational Resilience

Shift the primary security metric from “preventing 
a breach” to “ensuring care continuity”. 

Define downtime tolerance in hours, test, and 
report to the Board in clinical and financial terms.

Conduct tabletop exercises that include critical 
vendors, not just internal teams. Resilience that 
has not been tested is an assumption, not  
a capability.

Success Metric: Reduction in “Time to Clinical 
Recovery” during tabletop simulations.

1 Scale TPRM through  
Operational Accountability 
Tier vendors by operational risk to care 
delivery. Move beyond the manual bottleneck 
of questionnaires to architectural reviews and 
certification reliance for the most critical vendors. 

Integrate high-impact vendors directly into 
business continuity and disaster recovery 
planning to ensure a partner’s outage does not 
become a hospital’s clinical failure.

Consider co-managed models to achieve scale 
without permanent headcount.

Success Metric: 100% architectural risk 
coverage for “Tier 1” clinical vendors.

2

Formalize AI Governance Prior  
to Enablement 

Prioritize the “cleaning” and “normalization” of 
data as a non-negotiable prerequisite for AI. 

Establish AI Assurance Frameworks and a cross-
functional steering committee to manage the risks 
of “Shadow AI” and unauthorized data exposure.

Governance that lags deployment creates risk 
that compounds daily.

Success Metric: Implementation of an enterprise 
AI Acceptable Use Policy and risk registry.

3 Consolidate the Security Stack for ROI

Prioritize integrated platforms over best-of-breed 
point solutions like Microsoft, ServiceNow, or Epic 
to reduce tool sprawl and analyst alert fatigue. 

Focus on interoperability to ensure telemetry can 
be correlated into actionable risk decisions.

Extend your constrained workforce and build  
the normalized data foundation that AI will 
eventually require.

Success Metric: A 20% reduction in disparate 
vendor silos through platform optimization.
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About Meditology Services
and this Research
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Meditology Services is a healthcare-exclusive cybersecurity 
advisory firm. As a trusted partner to hundreds of healthcare 
organizations nationwide, Meditology helps security leaders 
operationalize resilience, reduce risk, and protect care delivery in 
measurable terms.

We translate industry insights into execution-driven programs 
that close the gap between security data and enterprise risk 
decisions—ensuring cybersecurity supports clinical continuity, 
not just compliance.
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How Meditology Helps You Execute on 2026 Priorities

Operationalize 
Resilience & Third-
Party Risk (TPRM)

Move from reactive assessments to 
measurable resilience that ensures 
care delivery continues—even during  
an incident.

• �Define and test downtime tolerance 
aligned to clinical and financial impact

• �Reduce time to clinical recovery 
through structured resilience exercises

• �Achieve 100% architectural risk 
coverage for Tier 1 vendors

• �Integrate critical vendors directly 
into business continuity planning

• �Scale TPRM without adding headcount 
through co-managed models

Reduce Audit Burden 
Through Industry 
Certifications

Replace audit fatigue with validated, 
reusable assurance; spend less time  
on audits, more time on active  
risk reduction.

• �Achieve HITRUST and SOC 2 
certifications aligned to  
healthcare expectations

• �Eliminate redundant evidence 
requests through control 
harmonization

• �Reduce “audit drag” by enabling 
evidence reuse across  
regulatory bodies

• �Strengthen trust with boards, 
partners, and regulators through 
provable maturity

Validate Security 
Through Continuous 
Technical Testing

Ensure controls work in real-world 
conditions—not just on paper to gain 
confidence that security controls protect 
uptime—not just compliance scores.

• �Replace point-in-time assessments 
with continuous validation programs

• �Conduct ethical hacking and 
adversarial simulations against 
evolving threats

• �Identify control gaps before they 
impact clinical operations

• �Align testing outputs to business 
risk and operational impact

Establish AI & 
Emerging Technology 
Governance

Enable innovation without introducing 
unmanaged risk to safely scalable AI 
adoption that does not compromise 
patient data or operations.

• �Build AI Assurance Frameworks 
before large-scale deployment

• �Mitigate “Shadow AI” through  
policy, monitoring, and  
governance structures

• �Normalize and prepare data to 
support secure AI adoption

• �Establish cross-functional 
governance aligned to enterprise risk

To address the challenges identified in this report—operationalization gaps, vendor risk exposure, audit fatigue, workforce constraints, 
and AI risk—Meditology partners with healthcare organizations across four critical areas:
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This executive report is based on in-depth executive interviews 
conducted during January and February 2026 with CISOs and 
senior cybersecurity leaders representing multi-state integrated 
delivery networks, academic medical centers, regional and 
community health systems, health plans, and health  
technology companies.

Discussion areas included enterprise risk prioritization, budget 
strategy, vendor governance, security operations, regulatory 
readiness, and emerging technology risk. All findings are 
reinforced by Meditology’s proprietary data derived from 
hundreds of healthcare cybersecurity engagements 
conducted annually.

Participants included:

•	� Gillian Lockwood, Director, Information Security,  
Mass General Brigham

•	� Matthew Webb, AVP, Cyber Risk Management, HCA

•	 Zishan Siddiqui, CISO, Sentara Health

•	� David Finklestein, CISO, St. Luke’s University Health Network

•	 Raj Raju, CISO, Integra Connect

•	 Denis Tanguay, CIO, Sturdy Health

•	� Paul Curylo, CISO, Inova Health System

•	� Among others who requested anonymity.

All insights are presented in aggregate to reflect industry-wide 
themes rather than the position of any single organization.



For more information, visit www.meditologyservices.com 
or contact your Meditology engagement team.

The Meditology Difference

While many firms focus on frameworks and assessments, 
Meditology focuses on execution and outcomes:

• We align cybersecurity to care delivery, not just IT

• �We connect every investment to risk reduction or  
operational protection

• �We reduce tool sprawl and workforce burden through practical, 
scalable models

• �We turn security programs into measurable  
business capabilities

In 2026, cybersecurity success is no longer defined by preventing 
breaches—it is defined by maintaining care continuity under 
pressure. Meditology partners with healthcare organizations to 
ensure that when disruption occurs, systems remain operational, 
patients remain safe, and care continues without interruption.
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