






CASE STUDIES
CRISIS MANAGEMENT

Nurse Scandal Requires Rapid and 
Astute Action to Avoid Media Crisis 

PROBLEM: Imagine one of the worst situations a hospital and its leadership could face. A nurse in a 
pediatrics ward had been circumventing a Texas hospital’s electronic medication management system for 
nearly six months, withdrawing narcotics using legitimate billing codes, and then emptying the narcotic 
vials with a syringe and replacing the drugs with saline solutions.  

This sounds bad enough, but the nurse was HIV and hepatitis C positive, which made the drug diversion 
more than fraudulent and scary – it made his behavior deadly. The nurse had completed a drug 
treatment program prior to his employment by the hospital, which was kept secret from the hospital 
under state law, and the descent into addiction and drug use was sure to raise a host of issues for the 
hospital and the state.

Compounding this further was the potential impact on the patients in the pediatrics unit and their 
families. After careful analysis, it was determined that 56 pediatrics patients were potentially exposed 
to HIV or hepatitis C as a result of injections received while under the care of the nurse in question. 
Under state law, the hospital was required to notify these patients and their parents. Clearly the moral 
and ethical obligations needed to be addressed, but there were also legal obligations that shaped this 
intricate communication strategy.

STRATEGY: After hundreds of hours of collective deliberation and legal analysis by the legal and PR 
team over a two week period, Revive developed a communication strategy centered around proactive 
notification of the 56 affected patients and their families, coupled with concurrent proactive releases to 
the media. This bold strategy required careful synchronization, since any preemptive media release could 
force affected families to read the news in the paper, rather than hearing it from the hospital. On the 
other hand, too much delay in contacting the media could result in an angry family member leaking the 
story and turning the event into a major “gotcha” opportunity.
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CASE STUDIES
CRISIS MANAGEMENT

Nurse Scandal Requires Rapid and 
Astute Action to Avoid Media Crisis (cont.)

The first step in the media strategy was to find the right reporter to approach with the story. Revive 
contacted an investigative health care reporter from the major daily newspaper, who was determined 
to keep conscientious coverage focused on the nurse rather than the hospital itself or potential system 
failures. The right print coverage would shape subsequent TV and radio coverage, which would use the 
print story as its primary source to create its own breaking news. Every facet of the strategy was geared 
toward shortening the news cycle and mitigating the likelihood for prolonged news coverage. 

The strategy was executed as planned, with each family receiving a hand-delivered letter the day before 
the print story ran, and the hospital CEO personally speaking to each of them. As the story broke on 
the front page of the daily, the hospital CEO made the rounds of the TV morning show to keep cameras 
away from the hospital and make it clear there was nothing to hide. Internal communications were 
also carefully managed so that staff and physicians could answer questions and deal with the anxiety 
expected from patients currently under their care.

RESULTS: Nothing good can come from a situation like this, yet the impact of the awful news was 
curtailed in several ways. First, carefully managing the media information stream led to only two days 
of coverage. Second, the empathetic approach to communicating with the affected families prevented 
them from filing any litigation. Third, the hospital’s staff and physicians rallied to defend the hospital and 
the quality of the allied health professionals who worked there.

This crisis management effort, led by Revive’s senior leadership, received the Platinum Award for Crisis 
Management by the Bulldog Reporter. 
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CASE STUDIES
MANAGED CARE: CHILDREN’S

Unique Assets, a Deft Touch

PROBLEM: Children’s hospitals play a vital role in the national health care system – they provide 
high-level care to children with complex conditions, and are a key component of the health care safety 
net when it comes to pediatric primary, specialty, and subspecialty care. They strive to provide excellent 
care while contending with numerous financial and resource constraints. 

To meet these diverse financial needs, children’s hospitals need to make the most of their payor 
contracts to offset the impact of the rising number of Medicaid and uninsured patients. At the 
negotiation table and in their external relations, children’s hospitals must maintain a deft touch when 
promoting their patient work, or run the risk of being viewed as exploiting the goodwill of patients, 
families, and the general public. The right mix of messages, strategy, and execution, must come together 
to ensure that these institutions achieve their goals.

STRATEGY: Revive has developed deep expertise in the special needs of children’s hospitals by 
working with the nation’s leading institutions, helping hospital leaders secure private payor contracts 
that help offset the financial pressures created by children insured by Medicaid. Children’s hospitals are 
near and dear to our heart, and Revive is here when the opportunity is too big to ignore or too tough to 
take on alone. The Revive team is experienced at crafting effective communication programs to achieve 
important strategic goals. We’ve helped children’s hospitals step through challenging issues like layoffs, 
closing clinics, cutting costs, major capital campaigns, and protecting or increasing state funding sources. 

RESULTS: Revive has used its expertise to benefit 14 children’s hospitals around the country. 
We’ve navigated the unique issues faced by stand-alone children’s hospitals that operate as part of 
health systems, and children’s hospitals within hospitals. Children’s hospitals have unparalleled, unique 
reputations, and Revive has proven its ability to use a deft touch on behalf of these special clients. Union 
issues, mergers and acquisitions activities, physician relations, expansion plans, you name it – Revive has 
done it. From internal communications to physician relations, community relations to grassroots efforts 
in support of payor contracting issues, Revive typically achieves an ROI of 11-to-1 on behalf of children’s 
hospital clients.
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CASE STUDIES
MANAGED CARE: CHILDREN’S

Children’s Hospital Keeps Reputation
Intact and Improves Financial Position

PROBLEM: Many children’s hospitals must provide leading medical care to patients who are 
oftentimes covered by Medicaid or other plans that pay below cost. One children’s hospital located in 
a Western state had to improve its contracted rates with United in order to remain financially stable. 
United refused to discuss anything higher than a single-digit increase, so hospital executives engaged 
Revive to chart a course as the hospital faced a potential contract termination with its largest commercial 
payor. 

STRATEGY: Revive developed a novel strategy to attain higher reimbursement for the hospital. With 
negotiations at a standstill, Revive crafted a plan to educate the public on the contract termination and 
how to receive care as an out-of-network patient. This would also ensure that the hospital’s volume 
would not drop after contract termination. A complete effort was designed and implemented to 
communicate with local media – to protect the hospital’s reputation – and educate patients’ families 
and their employers. Since our client was located in a market with a relatively savvy, well-connected 
patient population, our campaign leveraged social media as a crucial platform to reach and organize 
patients on behalf of the hospital. 

RESULTS: Revive played an instrumental role in the hospital’s success: maintaining a stable volume 
of patients before and after the contract termination, resulting in commercial revenue growth of 24% 
and higher profitability out-of-network than in-network. The hospital remained out-of-network for more 
than a year, and ultimately came back into the United network at higher rates than it had originally 
proposed during negotiations.  
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CASE STUDIES
MANAGED CARE: HOSPITAL

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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CASE STUDIES
MANAGED CARE: HOSPITAL

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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CASE STUDIES
MANAGED CARE: HOSPITAL

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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CASE STUDIES
MANAGED CARE: HOSPITAL

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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CASE STUDIES
MANAGED CARE: PHYSICIAN

Patient Access Jeopardized
by Hometown Payor

PROBLEM: Imagine if your insurance company told you that you no longer have access to your 
doctor. Or worse yet, what if your child lost access to the life-saving care they need? This was a reality 
for thousands of patients in the southeast, when a local physician group – representing more than 400 
primary and specialty care physicians – was trapped in a contentious contract battle with the state’s 
largest insurance company. Adding to the drama: the battle would be fought in the backyard of the 
payor’s corporate headquarters.

As a new physician group in its first contract battle, our client faced many uphill battles. With brand 
recognition low and credibility not yet established, the insurance company challenged our client’s 
existence and its authority to negotiate for all physicians. In fact, many physicians were already dropped 
by the insurance company, leaving many patients with little to no health care options, potentially pitting 
physicians against our client.

STRATEGY: With a lot of ground to make up and little time, Revive developed a plan that targeted 
communication coverage for each major audience. We hit hard with direct mail letters, phone calls, 
emails, an advocacy website, employer and broker meetings, media, and editorial boards. 

RESULTS: The payor’s CEO received hundreds of emails and phone calls from angry patients, 
employers, and elected officials, resulting in a competitive contract that met our client’s needs. The rate 
increase over the three-year contract was within 4% of the client’s goal. In fact, the ROI for the effort was 
28-to-1, calculating the cost of the campaign against the rate increase secured above the payors “best 
and final” offer. Best of all, the client developed a reputation with payors as a force to be reckoned with.
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CASE STUDIES
MANAGED CARE: PHYSICIAN

Grassroots Support Yields 
Fair Contract for Physicians

PROBLEM: Enduring a battle with any health plan is tough, but battling a payor that covers more 
than a quarter of patients can be downright daunting. For one Southern California physician group, a 
major national payor offered a new contract with no increase in reimbursement rates. The insurance 
company wanted to make this physician group an example, in an effort to tighten its grip on providers 
across California. The physician group faced the prospect of a forced termination of its contract. They 
needed an aggressive plan to change the tone of the negotiations and secure rates to avoid the financial 
impact and a domino effect with other payors.

STRATEGY: In its “take it or leave it” approach to physician reimbursement, the payor didn’t 
consider the enormous outrage that disruption in access would cause among members. After all, the 
relationship between doctors and patients is sacred, something not to be disrupted for any reason. We 
made the most of the physician-patient relationship, developing a grassroots communications campaign 
that put patients in direct contact with physicians.

RESULTS: The communications effort encouraged patients to demand continued access to 
their physicians from the insurance company – an effort that netted 400 letters from patients and 
approximately 100 phone calls to the payor’s CEO. The result was a fair contract with favorable 
reimbursement and terms, without any negative media attention for the physician group. The total 
ROI for the engagement was 16-to-1, and the entire effort was designed and implemented for less than 
$60,000.
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CASE STUDIES
REGULATORY ISSUES

Specialty Health Clinic Shutdown 
Requires Measured Response

PROBLEM: A national for-profit dialysis company faced the closure of one of its clinics by regulators 
in New York City. The center treated predominantly African-American and Hispanic patients from 
all surrounding boroughs. Revive helped the company navigate intricate legal and regulatory issues, 
managing a situation where the joint operator of the clinic was uncooperative.

STRATEGY: Revive planned the company’s response to the closure announcement. State health 
authorities sent more than 650 notices to patients about the clinic’s quality issues and possible exposure 
to HIV, hepatitis, and other bloodborne pathogens. Company officials were prepared to respond 
to media and public inquiries, and the transition of patient care was carefully communicated and 
explained. 

RESULTS: The company demonstrated responsible, thoughtful handling of the crisis. Despite the 
risks and potential for major negative impact, the media buzz was minimized and the client avoided any 
significant damage to its reputation. The stock price was unaffected by the issue, and all the center’s 
patients were successfully moved to other centers owned by the company. Since patients with private 
insurance are the key to any center’s profitability, this was a major accomplishment. 
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CASE STUDIES
UNION ISSUES

Federal Investigation into Union
Dispute Drives Customer Dissatisfaction

PROBLEM: Retailers frequently face challenges from organized labor unions. One major grocery 
retailer faced a litany of issues with its primary labor union, including a lengthy strike, service disruptions 
affecting customers and other employers, and an investigation by the U.S. Attorney’s office regarding the 
retailer’s practices during the strike. After the union settled, the company was anxious to put the episode 
behind it and avoid revisiting the difficult period that employees and customers had endured.

STRATEGY:  Revive worked with a New York-based financial communications firm to coordinate 
media, financial, and grassroots campaigns to preempt civil and criminal charges to be filed by the U.S. 
Attorney’s office. The communication efforts were carefully synchronized to the media announcement, 
which would occur without advance notice. Communications needed to reach hundreds of locations in a 
low-tech environment, as well as thousands of elected officials, business leaders, and other influencers.

RESULTS: The initial wave of communications resulted in a two day news cycle, and the media 
coverage contained the clients’ key messages more than 80% of the time. Benchmark research 
conducted with customers prior to the criminal charges was updated three weeks later, and customer 
satisfaction and preference had actually improved slightly. Three months later it was even higher. 

While the legal issues were significant and caused considerable problems for the companies involved, 
employee turnover declined and customer preference improved in the year following the lawsuit filing. 
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