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More than ever, across all
industries, marketing executives are
being held to higher standards of
accountability for driving growth,
innovation, customer loyalty, and
better business performance. A volatile
economy, coupled with complex,
competitive dynamics and accelerated
growth in web, social media and
mobile technologies, is fueling the
momentum for transformation of
marketing practice.

In the health industry, marketers are
also anticipating unprecedented
change driven by new reform
economics, disruptive technologies
and transforming delivery systems.
Accordingly, transformation of brand
and business building strategies,
customer acquisition and retention
processes, and marketing operations
systems are essential to establishing
marketing as a strategy-critical, future-
ready core business competency.

This two-part series (the next
installment will appear in the July
issue) will address the changing nature
of competition in the health industry
as well as the changing role of
marketing executives.

Part One:  The Changing Face
of Competition

For the past three decades,
healthcare provider organizations have
sought to achieve the operational
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efficiencies, economies of scale and
market leverage required to operate
effectively in the complex marketplace
of third party payers, prospective
reimbursement models, changing
referral dynamics, economic ups and
downs, and rising consumer
expectations. More often than not,
marketing has been viewed as a tactical
operation with a set of promotional
tools to stimulate demand for clinical
services or programs. Filling beds,
getting appointments, and securing
contracts were primary goals.
Consumer promotions, physician
referral development and managed care
contracting were core capabilities. The
focus was—and continues to be—more
volume for existing services.

Today, however, the underlying basis
for competition is rapidly evolving, and
will continue to do so as both market
and government-led reforms continue to
unfold. Changing economics are front
and center; and for the foreseeable
future, healthcare organizations will be
operating with competing and
somewhat conflicting objectives as they
attempt to optimize commercial
volumes for core clinical programs while
simultaneously building accountable
care models to reduce utilization.

With more explicit mandates for
return on marketing investments,
marketing professionals will be
challenged to develop growth

strategies that proactively address
the changing basis for competition
and bridge ‘pay for volume’ and ‘pay
for value’ revenue models.

Five Forces Marketers Must Watch
In the short term, one of the most

important roles chief marketing
officers can play is helping
organizations understand and
address the new, competitive
dynamics of restructuring markets
and intensifying competitor activities.
We believe there are five key forces
at work that will shape future demand
and delivery models, and will require
a greater level of strategic thinking,
planning and execution from CMOs.

The New Economics of
Healthcare Reform

While it is difficult to predict with
certainty the future of legislated
mandates for reform, the wheels of
change have been set in motion.
Congressional passage of the Patient
Protection and Accountable Care Act
(PPACA) accelerated a trend to revise
reimbursement models to pay for
value rather than volume. New
systems featuring bundled payments
and warranties to deny payment for
errors, rework and readmissions are
being implemented in multiple
markets in pilot projects that are
likely to be replicated nationally by
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the Medicare and Medicaid
programs, as well as commercial
carriers. These new payment models
will force fundamental changes in
operations, clinical processes, use of
information technologies, health
system and physician relationships,
and care coordination. Marketers can
play a critical role in how health
systems better understand and relate
to consumers under these new
structures. And marketers must
understand not only the top line
revenue implications of customer
acquisition, but also the bottom line
impact of key segments.

If health insurance exchanges
survive legislative challenges, they are
set to roll out at the state level in
2014. Many are already under
development. Insurance mandates
could result in many more insured
individuals that cause providers to
worry whether they have capacity for
the newly insured, particularly at
primary care access points. For many
years now, the number of medical
students choosing primary care has
been diminishing. Redefining and
reinventing the front line of primary
care is a marketing opportunity for
the innovative.

More sophisticated segmentation,
targeting, positioning, brand building,
customer acquisition and customer
retention strategies will need to be
developed to meet the growth and
business performance challenges of
the new reform economic models.

Market Restructuring and
Emerging Delivery Models

Consolidation and alignment
among health systems, hospitals,
physician groups and post-acute care
providers, among others, will
continue as these organizations move
to create the critical mass, economies
of scale and geographic coverage to
improve market leverage. In a few
years, many states will be dominated
by a few mega-systems with
expansive portfolios of inpatient,
outpatient and post-acute services, as
well as capabilities for contracting,
financing and risk management.

The competition for physician
alignment is fierce in many markets
and employment is the primary
model for integration. In the future,
the majority of physicians will likely
be employed by hospitals, health
systems and large medical groups;
and we are now seeing a surge of

interest by insurance companies in
adding doctors to the payroll.

The restructuring and physician
alignment strategies are core to the
creation of ‘accountable’ delivery
models where financial performance
hinges on care coordination, quality
outcomes and cost effectiveness. Care
transformation, clinical integration and
cost restructuring will dominate
executive suites for some time to come.

Market changes also attract
entrepreneurs who bring fresh thinking
to old problems. Large retail chains
such as Walmart, CVS Caremark, Rite-
Aid, Walgreens, and grocery giants
including Giant Foods and Safeway are
opening primary care and urgent care
clinics in many of their stores. These
clinics require relatively low startup
costs, and offer almost exclusively
physician extenders such as nurse
practitioners or physician assistants in a
practice model with one or more area
primary care physicians as supervisors
in those states that require such.  In
nearly half of the states, no physician
supervision is required within the scope
of practice for these extenders.

Just as these retailers shook up the
prescription drug business by offering
$4 generic drugs, the industry now aims
to apply its negotiating and marketing
clout to tackle some of the problems
that challenge consumers and the rest
of the health sector: namely,
unpredictable costs, lack of convenient
primary care access and inefficient
management of chronic illnesses,
whose costs drive the majority of
healthcare spending. (Appleby, Kaiser
Health News, Nov. 17, 2011)
Furthermore, by keeping their price
point low, posting prices, creating
convenient hours and easy access,
retailers are positioning themselves well
for post reform primary care access.

When it comes to market
restructuring and emerging delivery
models, marketers will be challenged
on many levels—brand building across
a diverse portfolio and in multiple
markets and developing marketing
systems to support multiple SBUs.

Evolution of Brand in Physical
and Virtual Environments

As in other industries, healthcare is
seeing a rise in brand driven
competition. Historically, however, the
industry has suffered from a lack of
strong brand development. Beyond
Mayo Clinic, Cleveland Clinic, Sloan
Kettering, and few other premier

organizations, many healthcare brands
are, at best, local and typically
undifferentiated. Today, more systems
are focusing on the total brand
definition to strengthen their positions
in local and regional markets. Brands
that connect the dots for consumers,
providers, and payers by aligning core
elements of competitive position,
operational design, brand
architecture, and service experience,
will begin to establish brand value that
ultimately equates to brand loyalty,
growth and expansion.

Other critical aspects of brand
evolution for healthcare marketers will
be brand building and brand
management for multi-facility, multi-
market and multi-service health
systems, standardizing brand
experience across health system-
branded employed physician groups,
and positioning and managing brands
in the context of new delivery models
such as accountable care
organizations.

Additionally, as health systems
invest in clinical information systems
such as electronic health records, and
embrace web, social and mobile
technologies, marketers are finding
that the complexity of building and
managing brands in the digital space
is also increasing. Success requires a
proactive, focused and purposeful
plan to build and leverage brands
across multiple platforms to build
equity. Multi-channel marketing and
content management are required
capabilities in today’s marketing
operation.

Finally, any measure of reform will
continue to place pressure on
marketing funds availability. Investing
in brand development now will result
in an ability to hold market position
when promotional funds become
scarce.

Technologies that Disrupt
and Transform

We’re witnessing an amazing shift
in terms of how people are relying on
web, social networking and mobile
technologies, and that’s changing
everything for health systems in how
they engage with customers. The rise
of smartphones and tablets such as
the iPhone and iPad have put
information, communications and
commerce just a click or voice
command away. Digital strategies
have to move beyond the hospital
web site and Facebook page to a fully



integrated approach as
to how health systems
reach and engage
consumers, support
patients with care
management, facilitate
workplace
communications and
promote clinical
decision-making. A
comprehensive web,
social and mobile
capability, integrated
with clinical IT systems
such as EMR and
patient portals, and
embedded in physical
environments, is no
longer optional for
organizations that want
to remain relevant.

To begin to address
these challenges,
marketers must help
their organizations
understand that
consumers today no
longer have purely
offline or online
experiences but weave technology
through nearly every point of
contemplation, purchasing and use
of products and services. People
may get healthcare in the physical
world, but some of their best data,
decision support, buying and
communications tools exist in the
virtual one.

Terms like eHealth and mHealth
are used to describe healthcare
practices supported by the Internet
or mobile technologies.

Videoconferencing, remote
monitoring and tracking devices for
patients with chronic disease,
electronic health records, on-line
consults and health topic chats and
support groups are just a few of the
ways technology is being used for
care delivery purposes.  Industry
investments in the application of
these technologies for purposes of
healthcare are significant and
projected to increase. We can
expect these to be important
components of future delivery
models where patient engagement
and cost effectiveness are crucial
aspects of performance.

Marketers should examine the
adoption patterns of technologies
that promote care delivery and
explore the opportunities for
creating points of differentiation in
access, timeliness, convenience and

customer service.

Growing, Changing, Graying,
Connected Consumers

According to the US Census
Bureau, the US population is
projected to increase to 392 million
by 2050—more than a 50 percent
increase from the 1990 population
size. The population of the United
States is also becoming increasingly
diverse. In recent years, Hispanics
and minority racial groups have each
grown faster than the population as a
whole. In 1970 these groups together
represented only 16 percent of the
population and by the turn of the
century this share had increased to
27 percent. Assuming current trends
continue, these groups will account
for almost half of the U.S. population
by 2050. While these projections are
necessarily imprecise, it is important
to note the impact that culture,
genetics, and socio-economic
instability each play on health
delivery demand and response.

The United States is also
experiencing a dramatic increase in
the numbers of people who live to
old age, challenging Americans of all
ages as they cope with retirement
funding, healthcare, lifestyle and
other issues that are important to an
aging population. People 65 and
older numbered 39.6 million in 2009,

representing 12.9 percent of the
U.S. population—or about one in
every eight Americans. By 2030,
there will be about 72.1 million
older persons, more than twice
their number in 2000 and will count
for nearly 20 percent of the
population. (Administration on
Aging, DHHS) Implications for
service demand range from the
need for restorative, chronic, and
end-of-life care.

For demographers, 2011 was
significant in that it marked the first
year that baby-boomers began
turning 65; and for the next 15 to
20 years, more than 7,000 people
will turn 65 years old every single
day. A recent AARP survey found
that this first wave of the boomer
generation is generally satisfied
with their lives and optimistic about
the next third of life, but also have
age-related health concerns similar
to their parents when they were 65.
However, in some very important
ways boomers turning 65 are
different from their parents—
particularly when it comes to ideas
about retirement, expectations
about service, and connectedness
to information and resources. They
will be a driving force for healthcare
services in the coming decades—
not just ‘what’ is delivered, but
‘how’ it will be delivered.
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The impact of web, social
networking and mobile technologies
cannot be underestimated in their
influence on how growing,
changing, graying Americans
access information, communicate,
and connect with brands and
services.  Americans have
unprecedented access to
information about healthcare, and
growing expectations for the service
conveniences of on-line
appointment setting,
communications with physicians
and personal medical records.

While marketers have historically
provided perspectives on consumer
needs and wants, they will need to
move front and center in the realm
of customer intelligence, and dig
deeper to gain key insights into
consumer needs and behaviors.

Turning Insights into Ideas and
Ideas into Action

Customer insights and creative
positioning strategies are
quintessential to marketing;
however, marketers must

increasingly use customer intelligence to
discover new niches, create new
products and lines of business, or
enhance points of differentiation that
grow the business.

Change requires a shift in thinking
from marketing as tactical operations to
a discipline that is strategic, cross-
functional, and bottom-line oriented.
Marketing’s partnership with clinical
operations, IT, finance, HR and other
core business functions will be critical to
move ideas into action. Marketers will be
judged by their talent to turn ideas into
tangible returns. Critical areas of focus
include:

• Building differentiated brands that
attract customers and remain relevant as
markets change

• Driving successful growth of more
tightly integrated physician partners

• Developing highly targeted growth
strategies across inpatient, ambulatory,
retail and virtual sites

• Redefining and leveraging channel
relationships

• Creating future-ready models of
care delivery that optimize profitability
under reform economics

• Leveraging web, mobile and
social media technologies to attract
and engage stakeholders

• Embrace Change; Then Drive
Transformation

The marketing executive’s role as
chief growth officer has never been
more important. Powerful
demographic, economic, social,
technology and legislative forces are
converging to change the underlying
basis for competition. Marketing’s
approach to growth must optimize
business performance in the short term
while building future-ready marketing
management capabilities.

Embracing change is paramount to
successful transformation of marketing
practice. Marketers must reevaluate the
functions of marketing in the new
environment, do a thorough
assessment of capabilities and skills
gaps, and move purposefully and
quickly to reinvent the role of the
marketing department. Building a high
performing and accountable marketing
team is job one. We’ll discuss that
approach in Part Two: The Changing
Role of the Healthcare Marketer.
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(Editor’s Note: Part I of this article
appeared in our June issue)

Part II: The Changing Role of the
Healthcare Marketer

Powerful market forces are
converging to change the underlying
basis for competition in the health
industry. Fundamental changes are
coming to payment models, care
processes and delivery system
structures. Consolidation and
alignment among health systems,
hospitals, physician groups, and
post-acute care providers are on the
rise as organizations move to create
the critical mass, economies of scale
and geographic coverage to
improve market leverage. Health
systems are investing in brand
building to establish and strengthen
competitive positions and business
performance. Thousands of baby
boomers are turning 65 every day,
and accelerated growth in web,
social media and mobile
technologies have changed how
consumers interact with brands in
unprecedented ways.

The resulting transformation of
markets and healthcare delivery models
presents marketing executives with an
exceptional opportunity to transform
their own roles and reposition the
marketing function as a strategy-critical
business competency aimed at
achieving organizational growth and
profitability.

Are You Future-Ready?
Now is the time for chief marketing

officers to assess the role, functions and
performance of marketing departments
and move aggressively to transform
marketing practice from promotions-
oriented tactics to growth-oriented
strategic leadership. To build powerful,
differentiated brands that drive growth,
innovation and better business
performance. To lead the organization
in mainstreaming web, social and
mobile technologies that engage
customers, build commerce, and
improve business functions. To be a
champion for customer-centered
decision-making and innovations that
transform customer experience by
becoming the voice of the customer the

organization has not yet met.
Three critical roles that marketing

leaders are positioned to play in this
new era are that of growth strategist,
brand advocate and digital change
agent.

The Marketer as Growth Strategist
Marketing is a strategy-critical

business competency aimed at
achieving organizational growth and
profitability by understanding the
needs and wants of customers and
delivering services to those more
effectively than competitors. This
requires a purposeful, comprehensive
and integrated approach to better
understand markets (research),
develop and deliver quality healthcare
services (engage with operations),
build effective business models (brand
development and nurturing), and
create loyal customers (go beyond
satisfied to advocates). A narrow view
of healthcare marketing as simply
promotions and sales sub-optimizes
marketing performance and wastes
marketing investments.

Change requires a shift in thinking

Kari Lynne
Highlight

Kari Lynne
Highlight

Kari Lynne
Highlight



HEALTHCARE MARKETING REPORT                    JUNE 2012           5

to a discipline that is strategic,
cross-functional, and bottom-line
oriented. Marketing’s partnership with
clinical operations, IT, finance, HR
and other core business functions is
critical to engineer innovative ideas
into action by driving alignment
across the network (operations, IT,
physicians, contracting, etc.),
understanding changing payment
and business models, and delivering
on revenue growth and profit targets.
Success demands a marketing
culture, not just a marketing
department.

Creating a growth-oriented culture
may seem formidable in
organizations that are operations
versus market driven—and many
health systems and hospitals are just
that. And marketers have limited
utility when access, capacity, pricing,
products, customer services, clinical
quality, physician relationships and
other aspects of the business are
completely outside the realm of
marketing influence—existing in their
singular silos.

However, with increasing
recognition by healthcare executives
that significant change and
transformation will be required for
success as we move forward,
marketers can play a key role in
helping organizations understand
changing competitive dynamics and
developing the insights and actions
to discover new growth
opportunities, create new lines of
business, and enhance points of
differentiation. It is essential for the
chief marketing officer to drive co-
ownership of marketing goals,
strategy and investment, and co-
accountability for delivery and
performance outcomes, across the
entire executive team.

Success requires a robust
partnership between marketing and
operations to:

• Drive clear alignment of growth,
brand and marketing strategies and
investments to the health system’s
transformation agenda and goals

• Proactively address the new,
competitive dynamics of restructuring
markets and intensifying competitor
activities—to develop the brand and
fully realize its potential

• Master new media fluency and
leverage web, social media and
mobile technologies across the
organization.

The CMO mandate is
transformation of marketing practice
and will be challenged as never
before to assess marketing
operations and put in place the
structure, capabilities and skills to
deliver return on marketing

investment. Greater emphasis on
market research will be needed to
better understand customer needs
and discover market growth
opportunities that can be addressed
in unique ways. Designing and
developing services, programs and
access points to attract key customer
segments will make R&D a core
competency requirement. Marketing
planning must be more strategic,
encompassing segmentation and
targeting, product positioning,
design, pricing, promotion and
channel strategies—and create a
more integrated process by using the
target to design the packaging
creating measurable value to the
consumer. Gone are the days of
simply service line bundling. Because
growing overall market potential and
profitability is as important as
growing market share, marketers
must have a strong P&L mindset.

The Marketer as Brand Advocate
Brand leadership has never been

more important—or more
challenging—for healthcare
organizations seeking to create and
sustain competitive advantage.
Today’s approach to branding must
evolve to address and manage the
complexities of newly developing
accountable care models, hospital
and health system mergers and
acquisitions, physician integration
and employed medical practices, and
ambulatory, post-acute and retail
diversification.

Successful brand leadership starts
at the top of every organization. This
is not new; yet many organizations
rely upon the marketing leader to
also serve as brand leader. In reality,
those organizations with the strongest
brands recognize that the marketer is
really the brand advocate. The
marketer cannot manage the brand
singlehandedly; organizations must
cultivate brand champions across
business units and departments.
Armed with data, messages, and
behavioral expectations, service line
leaders at the front line can influence
operations, guide physician partners
and monitor customer touch points in
real time. The marketer has to be a
teacher, coach, guide and steward of
one of the organization’s most
valuable competitive assets.

As a brand advocate, the CMO
has to understand what the market is
looking for from the brand, wise to
how well the organization is delivering
the brand, and disciplined as to what
the messages coming out of the
organization are saying about the
brand. That means the marketer has
to have a handle on operations, a

handle on strategy, and an ear to the
marketplace. The marketer has to be in
tune with more than the brand
communications role, but also that of
brand strategist, research analyst,
creative out-of-the-box thinker,
customer experience evangelist and
articulate brand voice.

Brand alignment builds the brand-
driven culture that transforms an
organization from one that simply
‘promotes a brand’ to one that
‘delivers the brand.’ To date, brand
investments in the health provider
sector have been largely focused on
brand communications, including
brand identity systems, advertising and
promotions. The concept of brand and
its interdependency on the ‘operating
model’ is a fledgling one in the
industry.

Business development initiatives,
clinical operating systems and
marketing strategies must be fully
aligned to optimize brand
performance—and that means the
bottom line. Too many marketers get
caught between the egos and
demands of the strongest voices for
brand marketing initiatives that have
limited potential for return. As brand
advocates, marketers must ask key
questions before they invest limited
resources. Is this on strategy? What is
the potential ROI? Do we have the
service capacity, quality measures and
customer service systems in place to
deliver a superb brand-defined
customer experience? What channel
has the greatest influence for customer
acquisition? Does the program or
service line support the overall brand
position?

Brands can be leveraged for
strategic growth as well. The marketer
must see new product opportunities
and find new markets. What unmet
needs offer growth opportunities?
What retail offerings are your
organizations developing? Are you
prepared to compete with
neighborhood retail health clinics
popping up across the market? Who is
leading the charge to package
procedures with diagnostics,
treatments, and rehabilitation? If you
are in sync with your operational
partners, you may have the knowledge
and skills to help your organization
compete effectively.

Finally, how are you engaging your
customers BEFORE they become your
customers? Are your communication
and connection strategies multivariate
and speaking in one voice? Have you
established for future customers what
they can expect of your brand? Armed
with these and other new insights, your
new role as brand advocate can guide
your organization.



• Over 80 percent of the U.S.
population gathers health information
online.

• 55 percent of internet users look
online for information about a certain
medical treatment or procedure.

• 66 percent of internet users look
online for information about a specific
disease or medical problem.

• 60 percent say the information
found online affected a decision about
how to treat an illness or condition.

On the flipside, healthcare
marketers spend over 24 percent of
their budget on print advertising alone
and only 5 percent online while online
advertising will continue to be the
fastest growing component of the
media matrix, increasing to $36 billion
by 2014.

Marketers are being held
responsible for how advertising dollars
are invested to increase awareness,
patient acquisition and, more
importantly, how campaigns are
directly impacting contribution
margins and showing true ROI. As
traditional marketing through media
such as print, billboard, radio and TV
continues to decline, patients are
moving online in droves. These facts
alone warrant the role of marketer as
digital change agent to create better
understanding and adoption from top
tier executives who may be entrenched
in outdated ways to reach patients.

A vital part of the marketer’s role is
to educate the organization internally
as to how web, social and mobile are
changing consumer behaviors and
then to drive change inside the health
system. Harnessing the power of
online marketing becomes paramount

to drive awareness and patient
acquisition. Historically, marketers
lamented about the struggle to reach
patients just when they were most
interested in learning about the
service/product/offer. Today, digital
marketing gives us that real time
access to the patient at the very
moment they are interested. Online
marketing will not fully replace
traditional media, but it is a game
changer expanding reach, exposure,
and frequency of messaging for
hospitals, service lines, physicians,
and technology.

Today’s complex, multi-channel
marketing requirements necessitate
new skills, new capabilities and new
staffing structures. Search Engine
Optimization (SEO), Search Engine
Marketing (SEM), social marketing
(Facebook, YouTube, Twitter, etc.) and
email marketing are part of the
marketer’s new toolbox.  Marketing in
real time is a new challenge. Every
piece of content generated lives on
multiple platforms.  And content
management—across both space and
time—is a time-consuming, but critical
task.  Engaging the right audiences, in
the right places, at the right time to
drive revenue and brand loyalty is the
goal of digital marketing.

Developing New Systems,
Capabilities and Skills are Essential

Factors compelling the redesign of
health system marketing functions
include restructuring markets,
intensifying competitor activities, and
reform-driven market changes. New
reimbursement methods and emerging
business models will require a greater

emphasis on customer engagement
and management to optimize
profitability. And the transformation of
marketing practice driven by web,
social and mobile technologies can no
longer be ignored.

This requires a change in the
structure, capabilities and focus for
marketing operations in health
systems, and marketers must gain new
knowledge and expertise in:

• Market intelligence and business
analytics

Brand building and management
competencies

• Market and customer creation
abilities

• Customer engagement
proficiencies

• Social commerce and
community management

• Cross-channel content
management processes

• New-media fluency (web, mobile,
social, etc.)

• Real-time responsiveness

Longer term, the over-arching goal
is to create a marketing capability that
can address the changing basis for
competition and execute the
organization’s growth strategy.

Where to start? Establish a
transformative agenda for change.
Begin within your own department.
It’s a challenge that will require a
purposeful, comprehensive and
integrated approach to transform the
discipline and practice of healthcare
marketing. Doing so now will deliver
substantial and long-lasting benefits—
growth, brand loyalty and better
business performance.
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