
Realizing Vision Through Research  

A Discussion of Planning and Research 



Establishing Goals and Objectives 
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Boston Magazine, March 2012 
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Background: Lawrence General Hospital 

141 year old community hospital 
with two distinct patient populations 

•  Located in one of the poorest cities 
in Massachusetts 

•  Predominantly immigrant 
community as a core 

•  70% of patient population speak 
Spanish at home in Lawrence 

•  Median household income under 
$30,000 

•  Schools in receivership by the state, 
improved greatly in last several 
years 

•  Bordered by affluent North Shore 
suburbs, most notably Andover 

•  Downtown commuters at our fringe 

•  Traditional white collar families 
who rarely venture over the city 
limits into Lawrence 

•  Average income in Andover: over 
$145,000, 1 millionaire per 157 
people 

•  Home to Phillips Academy, prep 
school founded in 1778 
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What we know… 

 Potential patients (particularly commercially insured patients) were 
skipping over us and going to Boston 
 Residents were unaware of changes at Lawrence General made by new CEO 
in previous five years 
 Potential patients were making choices about their hospital based upon 
outdated information and decades-old impressions of the hospital suffering 
from neglect, like its namesake 
 The word “Lawrence” embedded in our name created negative influence 
on our brand 
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What we didn’t know… 

 What specific things were preventing people from choosing Lawrence 
General? 
 What specific information about us might influence their thought process 
when making choices about health care? 
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Identifying Research Goals  

Initial Focus Groups 
•  Qualitative brand awareness and image data to 

formulate the right questions and to begin to 
identify the right messages 

Brand Awareness and Image Study 
•  Use & importance of primary care providers 
•  Brand awareness and image of Lawrence General 

& key competitors 
•  Brand preference for area hospitals, both overall 

and with regard to specific service lines 
•  Residents’ impressions of Lawrence, MA 
•  Testing positioning statements 
•  Test extent to which focus group findings are 

representative of larger community 



Initial Focus Groups 
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Initial Focus Groups 

 Convened six external focus groups (women in specific demographic range, 
grouped by geography) 
 One opinion leader focus group (regional representation, elected officials, 
business and health care leaders) 
 Seven internal focus groups (employees and physicians who were 
presumably our brand ambassadors) 
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What we learned from focus group 
discussions… 

  Image: Fast paced, chaotic, competent, and, some acknowledged, on a 
positive trajectory 
 Shares the position as “most well-known hospital” in the region with 
other local competitor 
  Impressions based upon long history in the city, generations of caring 
 Positive differentiation was Trauma/Emergency Care and maternity 
 Strongest identifier for the brand was the City of Lawrence—a negative 
association 
 Perception of inconsistent service 
 Perception of being underfunded and outdated 
 Community respondents felt the campus wasn’t safe, didn’t want to 
walk from the parking lot 
 Good news: Participants were willing to change their opinions of 
Lawrence General when presented with compelling facts about clinical 
affiliations, advanced medical capabilities, and regional firsts 



Brand Awareness and Image Study 
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Methodology 

 Assessing the extent to which specific  
perceptions of Lawrence General are  
representative of the larger community  
 The most effective way to assess what  
people think is to ask them directly 
 Representative telephone survey of  
500 healthcare decision-makers residing  
in the cities and towns that make up  
Lawrence General’s market area 
 125 surveys in each of 4 areas 

 Clear direction, in the form of specific recommendations for action 
based on the survey data 
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The Steps Involved in a Telephone Survey 

1. Lawrence General, Market Street, 
& Jennings review focus group 
findings, discuss research goals 

2. Develop the questionnaire 

3. Develop a sampling strategy 

4. Conduct the telephone interviews 

5. Analyze the results  
and present the findings 



14 

Use of Primary Care Providers 

 85% of residents have primary care providers (PCPs) 
 Lawrence General one of two hospitals most commonly affiliated with 

 PCPs are involved in hospital selection 
 Major source of information among those who choose themselves 
 Also word of mouth, hospital websites & other online sources 
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Lawrence General Awareness and Use 

 Two in five mentioned Lawrence 
General on unaided basis 
 Lawrence General one of two 
area hospitals with highest 
brand awareness 
 Brand awareness higher in its 
Primary Area – 65% unaided 
 Identified major competitors by 
each of four areas 

 Majority have used Lawrence 
General at some point 
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Brand Preference 

 Overall brand preference highly  
fragmented 
 Major reasons for Lawrence  
General preference: 
 Familiarity and personal  
experience with the hospital 
 Good reputation for providing  
high-quality medical care 
 Convenient location, close to  
home 
 High-quality nurses and staff 
 Welcoming, friendly atmosphere 
 Well-staffed with short waits 

 Service lines: Lawrence General most preferred hospital for life-
threatening emergency care 
 In Primary Area, most preferred hospital for almost all service lines 
 Identified major competitors by service line: fragmented 
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Image on Specific Quality Criteria: Lawrence General 

 Lawrence General has a strongly 
positive image for qualities that most 
define a community hospital: 
 Caring nurses 
 Ease of getting to hospital 
 Welcoming and supportive 
 Cleanliness 

 Also strong positive image for 
technology & equipment 
 Room for improvement with other 
criteria 
 Highly competitive market 



18 

 Most residents feel that the quality of care 
at Lawrence General has improved 
 Positive change mostly attributed to updated 
facilities 

Change in Lawrence General Image in Past 
Five Years 
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 The majority of residents noted four statements that increase their 
likelihood of using Lawrence General: (1) accreditation by ACE; (2) 
clinical affiliations; (3) renovation, expansion, and modernization; and 
(4) minimally invasive treatment options 

Impact of Specific Information 
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 Almost one in three residents were aware of Lawrence General's 
affiliations with Beth Israel Deaconess Medical Center and Floating 
Hospital for Children at Tufts Medical Center, prior to the survey 

Awareness of Affiliations 

Indicates a significant difference. 

Proportion aware of affiliation. 
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Impressions of Lawrence, Massachusetts 

 Most common impressions of Lawrence, MA are negative 
 Some had positive impressions, citing historic landmarks, restaurants, 
or parks, and personal connections or nostalgia 

Indicates a significant difference. 
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Selected Recommendations 

  Improve feelings of safety & security at hospital 
 More effectively leverage affiliations and accolades 
 More explicitly connect its expansion to high-quality care 
 Focus on the ER 
 Market services to area physicians and expand physician network 
 Service lines to market more aggressively 
 Specific market areas to focus on 
 Consider re-naming 
 Repeat study in 18 to 24 months, potential research with referring 
physicians 
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Next Steps 

 Working with our marketing partner, Jennings, we began to identify the 
messages that research indicated would be most important for us to use 
 Overlaid these messages on the organization’s strategic plan for 
prioritizing  
 Came up with four main messages around key areas of brand 
development: 
 Technology 
 Expertise 
 Affiliations 
 Vision 

 Jennings brought us several campaign thumbnails to assess 
 Narrowed these down to three that we felt best addressed the issues that 
we learned needed to be addressed and the gaps in awareness that 
needed to be bridged 



Follow-Up Research:  
Testing 
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Next Steps 

 Reconvened a combined group of focus group participants, and 
unblinded the process 
 This time they knew they were talking to Lawrence General and we 
shared the results of the blinded focus groups with them, and then the 
three campaign concepts, for their reaction and critique 
 Shared designed brand position and asked which campaign would be 
most successful 
 High quality, lower cost, regional health system 
 Leading innovative solutions and partnerships to transform health 
care in the Merrimack Valley 
 Sophisticated, excellent medical care, bringing Boston resources 
closer to home 



Major Takeaways 
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“TODAY Campaign” 

• Emphasizes currency and immediacy 
• Suggests we are different today than we were 

yesterday, without looking backward 
• Addresses specific misconceptions identified in 

research 
• Aligned with strategic priorities identified in Strat 

Planning process 

STRATEGY 

• Look, feel, and copy is unexpected 
• Eye catching photography is the anchor 
• Subjects of photos are identified to confirm these are 

Lawrence General people 
• Headlines that build curiosity and lead lines that are 

memorable, with some detail that focus groups told us 
was important 

• Graphic of logo indicates that things are changing at 
Lawrence General 

CREATIVE 
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Final Street Testing 

 “I wouldn’t have expected to hear about ‘vision’ from Lawrence 
General. I expect that from Boston hospitals. Maybe that’s good. I have 
heard that Lawrence General is improving.” 
 “I wanted to read more after the first line. I wanted real examples. And 
then I read about the examples they give. That made it real for me.” 
 “To me it says that you’re not waiting to see what happens; you’re 
planning today.” 
 “I don’t know how to describe it. It’s powerful.” 
 “They look like they are all business – like they’re ready for anything. It 
works.” 
 “If the doctors’ names weren’t on the ad, I wouldn’t have believed this 
was Lawrence General Hospital. It looks like Mass General.” 



Today Campaign –  
Final Creative 
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 Emphasizes state of the art 
technology and clinical 
sophistication  
 Links Lawrence General with 
Innovation 
 Gives examples of innovative 
technology, much of which is 
not in wide use elsewhere in 
the valley 

Today Campaign – Innovations 
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 Emphasizes clinical expertise 
 Brings urgency to message 
 Explains the implication of 
having a trauma center on 
the rest of our clinical 
offerings 

Today Campaign – Expertise 
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 Emphasizes the value of our 
important clinical 
partnerships 
 Bringing Boston specialists to 
our region 
 Touting access to this care 
close to home through 
Lawrence General Hospital 

Today Campaign – Partnerships 
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 Emphasizes visionary thinking 
 Care beyond the walls of the 
hospital 
 Transforming care delivery to 
make it more accessible and 
available where people live 
 You don’t have to come to 
the hospital to be seen by us 

Today Campaign – Transformations 
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Today Campaign – Miracles 
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Today Campaign – Insights 
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Results to date 

Digital Results: 
Facebook Newsfeed Ads: 
(End of June – Nov 2015) 

•  1,791,322 Impressions 
•  10,865 clicks through to the website 
•  Click Through Rate (CTR) 0.61% 
•  Social Actions 9,554 

Facebook Video Ads: 

Google Adwords and Display: Make It Better Program 
in Public Schools  

Campaign Landing Page Metrics: 

•  141,542 Video Views 
•  9,300 clicks through to the website 
•  Click Through Rate 1.80 
•  Social Actions 144,068 

•  310,118 Impressions 
•  8,511 Click Throughs to the Website 
•  Click Through Rate of 2.74% 

•  Branded hand sanitizers, bandages and 
hot/cold packs for use and distribution 
by the school nurses 

•  58 public schools 
•  27,238 students reached 

•  14,806 unique views 
•  17,707 page views 
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Next Steps Moving Forward 

 Physician-focused marketing campaign 
  Modeled after Today campaign for continuity 
  Component focused on physician-targeted communication 

  Helping them understand quality, capabilities, access  
  Second component targeted on patient communication 

 Helping them understand why their doctor is referring them to 
Lawrence General 
 Why it’s a good thing—focus on quality, capabilities, access 
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Q&A - Discussion 

Jeff Steblea, MA 
VP, Research Analysis & Management 
Market Street Research 
jsteblea@marketstreetresearch.com 
413.582.1200 

Jill McDonald Halsey, APR 
Chief Marketing & Communication Officer 
Lawrence General Hospital 
Jill.McDonaldHalsey@LawrenceGeneral.Org 


