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Hospital Spurs Community 
Support to Win New Payor Contract

PROBLEM: Executives at a four-hospital health system engaged Revive after months of unsuccessful 
negotiations and consistent public attacks by a large health insurance company. When Revive was hired, 
all of the system’s hospitals had been out of the payor’s network of providers for 60 days, impacting 
more than 53,300 patients and resulting in a number of operational and financial challenges for the 
system. There was turmoil in the market, patient anxiety and frustration were high, and the payor had 
been consistent and unyielding in its public attacks on our client. 

STRATEGY: We needed to build a solid base of support, motivating communities to take action on
our behalf. We engaged in a comprehensive, integrated campaign that focused on the hospital CEOs and
members of the board, internal audiences (employed physicians, referring physicians, administrators,
and employees), community stakeholders (employers, brokers, and thought leaders), patients, and local
media. The key was to position the payor as the aggressor, branding the health system as a valuable 
community resource being victimized by a large for-profit health insurance company.

RESULTS: The program was brief and intense, yet the results achieved were significant for our client 
and the long-term financial stability of these important community hospitals. Within 90 days of Revive’s 
engagement, an agreement was reached that established fair rates for a multi-year contract with the 
payor, resulting in a return 31 times our client’s initial investment. Post-engagement research revealed 
no erosion of the client’s brand position, and patient volumes exceeded targets for the duration of the 
effort. Post-campaign results and audience engagement levels beat expectations: More than 8,000 
(15%) of patients identified themselves as supporters, with more than half indicating they would contact 
the payor. Overall, more than 3,500 patients requested sample response letters and directly pressured 
the payor through letters, calls, and emails.
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Payor Launches Media 
Attacks Without Warning 

PROBLEM: What if one morning you found full-page ads in your regional newspaper, attacking 
your hospital for high costs, sponsored by the largest insurance company in your market? That’s what 
happened to one major hospital system in the Southeast, which was locked in a bitter battle with the 
state’s largest health insurance company.

With only weeks left on the existing contract, hospital leadership faced the possibility of non-
participation – something never experienced in the history of the facility. The insurance company’s full- 
throttle attack didn’t allow for much advance preparation.

STRATEGY: After adopting Revive’s recommendations, the hospital effectively transformed 
the topic of debate from cost to access and fairness. A rapid response campaign was deployed to 
debunk the payor’s false accusations, using paid media and news coverage. At the same time, a direct 
marketing effort was launched to reach employers, brokers, elected officials, and influencers. As the 
first wave of direct marketing was launched, we also conducted interviews with employers and brokers 
to get feedback and shape our messages, as well as fielding a public opinion survey. The second wave 
emphasized certain messages even harder, and by week five of the campaign, the payor was playing 
defense against all audiences. 

RESULTS: During the six-week campaign, the health insurance company CEO received more than 
8,200 calls, letters, and emails from angry employers and members – and the hospital got its contract. In 
the following weeks, dozens of employers representing 25,000 patients, switched to competing payors 
out of concern for patient access and network stability. Employers proactively criticized the payor in the 
media, demanding resolution. The final contract yielded rates that were actually higher than the payor’s 
final offer before the dispute, and subsequent public opinion research revealed that 82% of patients 
supported the hospital’s position in the disagreement.
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Focused Strategy Takes
High Road to Win

PROBLEM: One of the largest health systems in the Rust Belt faced a daunting task: renegotiating all 
major payor contracts in a 12-month period. One payor contract in particular pegged rates with those of 
two other major payors, further complicating negotiations. The last contract was Anthem, which saw an 
opportunity to draw-out negotiations and launch a public fight.

STRATEGY: Before the Anthem negotiations ever deteriorated, we designed and implemented a 
focused effort for the health system to educate business leaders, brokers, and benefits consultants on 
the state of the system’s finances and the need for fair contracts to keep the system in the black. Rather 
than focus on one payor or one contract, the messages addressed the macro environment. 

As the Anthem contract negotiations heated up and all other contracts were signed, the focus shifted to 
the importance of Anthem. Anthem business generated $400 million in annual payments for care at the 
system and their rates were significantly out of lockstep with the market rates at comparable hospitals 
and by competing payors. The focus shifted from what (rates) to why (reinvestment, technology, quality, 
and other benefits). All of these messages had been thoroughly tested in qualitative and public opinion 
survey research. Revive crafted a comprehensive campaign that stayed on the “high road,” consistently 
engaging all audiences, including patients, physicians, the business community, and local media. 

RESULTS: The system fought a six-month battle for a fair contract, enduring relentless Anthem 
attacks in the media, but successfully rallying a number of employers, brokers, business leaders, and 
more than 5,000 patients to support them. The health system ultimately prevailed, securing the contract 
it needed. All of their contracts were renegotiated at or above the needed rate increases without any 
time out-of-network. As a result of these revenue enhancements, the system shifted from an operating 
loss to a 2% margin in the following year. Other cost-cutting measures implemented by the health system 
that followed boosted the margin above 4%.
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Fresh Approach to Payor 
Battle Wins Public Support

PROBLEM: Historically, health systems have avoided conflict with payors, opting for a passive 
strategy that executives hoped would yield favorable rates and avoid lost volume and market disruption. 
This strategy contributes to the financial distress of many providers. One health system in the Midwest 
needed help after a series of disappointing contracts for more than a decade. They needed a fresh 
approach to get people to pay attention, and to avoid branding the hospital as a difficult player 
constantly spoiling for a fight.

STRATEGY: The health system had a long history of tough payor negotiations over the years, and 
the leadership team didn’t want to be seen as the aggressor in another contract battle. Our strategy was 
to bait United into attacking the hospital, allowing us to respond as the reluctant participant in a fight 
we never really wanted to have, but didn’t want to appear responsible for starting. When United sent 
letters to patients and physicians, the hospital immediately implemented the campaign we had been 
waiting to launch. Without any advertising, the communication program focused on United members, 
employers, brokers, and community influencers. Distinct efforts were made to engage patients through 
their physicians, further insulating the health system brand. 

RESULTS: After a brief but intense 30-day effort, the new contract was signed for a three-year term. 
There were zero negative patient or employer letters, and the ROI on the new contract was 35-to-1. 
With almost $800 million in United revenue over the three year contract, the outcome was critical to the 
organization’s financial health and long-term success. 
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