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Executive Summary

The healthcare sector is facing a turning point. There are fewer
reported breaches in 2025, yet the financial and operational impact
of cyber incidents continues to rise. This article outlines why
alignment between executives and security leaders is essential for
effective protection, identifies the business functions that must be
prioritized, and explains how a clarity-driven approach grounded in
stewardship can transform cybersecurity into a leadership discipline
that strengthens resilience and safeguards what matters most.

Introduction

As of December 3, 2025, the OCR reports 561 healthcare breaches
involving 500 or more patient records, exposing more than 34
million individuals. IBM’s 2025 Cost of a Data Breach Report
provides additional context. Although the global average breach
cost decreased slightly to 4.44 million dollars, the United States
average increased to 10.22 million dollars. Verizon’s DBIR highlights
that ransomware appears in 44 percent of breaches and that
healthcare remains the most affected industry, with 1,542
confirmed incidents.




These figures reflect more than technical vulnerabilities. They reveal
an ongoing leadership challenge. Compared to 742 healthcare
incidents in 2024, this year represents a 24 percent decline. The
qguestion is whether this reflects fewer attacks or increased maturity
in detection, reporting, and defensive posture. Understanding this
shift requires a change in mindset from urgency based reaction to
intentional, expectation aligned stewardship.

The Changing Breach Landscape

Looking back over the past decade, 2025 is the first significant
decline in reported healthcare breaches in five years. While
December may adjust the final numbers, the downward trend is
notable.
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Figure 1. OCR-Reported Healthcare Breaches and Patient Records Exposed (2015-2025)

This chart highlights a steady rise in healthcare breaches over the last decade, followed by the first meaningful
decline in 2025. While breach counts decreased, the number of patient records exposed remained highly volatile,
with 2024 showing a significant spike. This reinforces that fewer incidents does not always mean reduced impact.
The data emphasizes the importance of leadership clarity in interpreting risk trends rather than relying solely on
breach volume.




This improvement likely comes from several factors:

e Security tools that now incorporate more capable and mature Al
models

e Increased workforce skill and improved response processes

e Better integration between security teams and operational
leaders

e A broader awareness of cyber risk across healthcare

IBM reports a seven year low in both time to identify a breach at
181 days and time to contain a breach at 60 days. While 241 days
of dwell time is far from ideal, the trend suggests growing maturity.
Yet even these improvements highlight an ongoing tension.
Organizations often expect outcomes that do not match the
realities shown in the data. This disconnect leads to reactive efforts
rather than clear, well aligned strategies.

Cybersecurity leadership requires executives and technical teams to
share a unified understanding of what “good” performance looks
like and how it should be measured.

The Leadership Imperative:
Aligning on What Matters Most
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