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BUILDING A
COLLABORATIVE
PARTNERSHIP

Expansion of a provider-
sponsored health plan into
the commercial market can
be inherently challenging
when ownership is shared
among hospitals with distinct
priorities, financial pressures,
and risk tolerances.

Success depended on
creating a unified vision
across all stakeholders.

Impact Advisors helped a regional
health plan bridge competing
interests, ensuring that every party
felt heard and invested in the
outcome, laying the foundation

for a cohesive strategy.
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Strategic Market Expansion for a
Regional Health Plan

A regional health plan, jointly owned by two hospitals,
found itself at a crossroads when a major statewide
insurer announced plans to enter its market within two
years. Up to that point, the health plan had focused
exclusively on Medicare Advantage and had limited
experience with commercial products.

The prospect of a new competitor threatened both patient retention
and the market share of the parent hospitals, prompting leadership to
consider launching a commercial health plan to protect local care and
revenue streams.

To address this challenge, the organization engaged Impact Advisors
to assess the feasibility and strategic value of expanding into the
commercial market, as they lacked the expertise to evaluate plan
design, pricing, and go-to-market options. The goal was to develop

a clear, actionable business case and product concepts for Board
consideration, enabling an informed investment decision ahead of the
competitor’s entry.

Approach

Impact Advisors' team of experts, including a consulting actuary,
focused on three primary areas to provide actionable insights:

* Competitive Market Assessment: A thorough analysis of the local
payer landscape was conducted, identifying key competitors, target
populations, and understanding the current payer landscape.
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* Detailed Financial Analysis and Actuarial Review: Scenario-based modeling was employed to evaluate the financial
feasibility of various product concepts. Medical cost comparisons were developed for each hospital, allowing stakeholders to
adjust inputs and explore favorable, likely, and unfavorable scenarios.

* Regulatory and Licensing Requirements: An outline of the regulatory and licensing requirements needed to operate a
commercial product was provided.

Collaboration was central to the project’s success. The consultants facilitated two intensive onsite workshops, one focused on
product concepts and the other on financial modeling. These sessions enabled rapid alignment, hands-on engagement, and
real-time decision-making among stakeholders from both hospitals and the health plan’s leadership. Regular check-ins and
structured touchpoints ensured the project remained responsive to evolving priorities and feedback.

Positive Impact

Impact Advisors delivered a comprehensive, actionable strategy that enabled the health plan to make an informed decision
about commercial market entry. The analysis revealed that, while launching a commercial product might not immediately yield
financial benefits due to limited market size and concentrated risk, it was a strategic necessity to protect the parent hospitals’
revenue streams from competitive disruption. In the end, the health systems were projected to reduce revenue loss from a
range of $15M to $45M down to $4M by implementing the commercial health plan.

Keys to Success

* Stakeholder Engagement: Working closely with all stakeholders to align around a shared strategy while navigating different
priorities.

* Industry Expertise: Impact Advisors’ deep understanding of payer operations and revenue cycles ensured that all
recommendations were strategic and practical.

* Clear Visualizations: Product concepts, detailed financial projections, and addressable market estimates made complex
actuarial and market data easier to digest.

* Hands-On Approach: Impact Advisors' proactive facilitation and hands-on guidance allowed the client to engage directly with
the work and make informed decisions quickly. B
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