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Low rates of participation and engagement are a
major pain point in our industry, blocking industry
growth and value. There is widespread consensus that
until we are able to have many more people participate
in our health and wellness programs, the impact of
these programs on the health of our nation will be
limited. Only with significantly higher levels of end
user involvement can the full potential of wellness
programs to improve our nation’s health be realized.
So, how do we get more people to participate in our
programs? And once they are participating, how do we
keep them engaged?
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THE USER CENTRIC APPROACH

We have found a new way to approach
this challenge, what we call, The User
Centric Approach. This approach looks at
participation and engagement from the
perspective of the end user. Participation
and engagement is now seen as a series of
actions and steps taken by people as they
interact with our programs. We want to
know what are people thinking and doing
before, during, and after the decision to
participate and then engage with our
programs. We can then use this information
to create a visual image of the paths people take
with our programs, highlighting especially
those steps where people drop out or move
away from our programs.
This new approach can be contrasted
with the current industry approach,
what we have labeled, The Program
Centric Approach. While the program
centric approach views everything from
the perceptive of the program, the user
centric approach takes the perspective
of the end user. With the program centric
approach, one would want to know, for
example, which programs have the most
participants? That is useful to know. With
the User Centric Approach, one might take a
different tack and ask what percent of people
who are recommended a specific program
actually finish it? Both approaches are
useful. Our sense is that in wanting to drive
increased end user action, a focus on the
end user will be more valuable. Certainly, it
will offer new insights and perspectives not
previously seen.

THE PARTICIPANT FLOW MAP (PFM)

A second difference in our approach
from The Program Centric Approach is
that we focus on flows not statics. Our
new approach understands that the end
user proceeds through a number of distinct
and different steps. Each of these steps
offers its own challenges and insights. We
want to follow our end users as they go
through the entire process, not just look
at them at specific points in time. It is the
difference between a cross sectional versus a
longitudinal approach. To do this, we create
visual images or maps.

We have labeled this visual image or
map, the Participant Flow Map (PFM).
Using this map, we can then identify those
specific opportunities to change people’s
behaviors and attitudes that will have
the greatest impact on driving increased
participation and engagement. We think of
these opportunities as our “leverage points”.
Where can the least amount of change create
the biggest impact?

So Participant Flow Maps allow us to:
1. Identify, with great precision, exactly
which points in the participants’
experience with our programs we should
target to have the maximum impact.
2. Clarify what are the specific behaviors and
attitudes we need to change or modify to
have this impact.
3. Help us prioritize and sequence our
efforts to make these changes.
Furthermore, we have gained additional
valuable insights by comparing PFMs
across companies and solutions. By finding
out what works and when, we can adjust
our approaches and better target our
communication and marketing efforts.

Program Centric Approach

User Centric Approach

• Measure independent variables

• Systematically measure dependent variables

• Focus on the program

• Focus on the user’s experience

• Unclear if good or bad

• Clear conversion rates and barriers

• Unsure how to drive action to impact

• Enable clearer diagnostics and action

# hra taken

aware

1 action

conversion

# dhC programs taken

take hra

2 actions

barriers

3 actions
320

100%

300

80%

280

60%

260

40%

240

20%

220

0%
Participation Drivers
1. Mkt Campaign, Launch Event, Exec Support
2. Direct Mail, Incentive
3. Digital, Telephonic & Onsite Coaching
4. Digital, Telephonic & Onsite Coaching
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THE FOUR STEP PROCESS FOR CREATING AND USING PFMs

THE FOUR STEP PROCESS FOR CREATING AND USING PFMs (CONTINUED)

As is probably clear, creating a PFM is but the first step.
To make sure we realize the potential of this new
approach, we developed the following four step process.
We understand that just having a PFM is of little value
unless it drives new and more efficient actions on our
part. To make sure this happens, a clear process is needed.

1.

01
02

6

identify
Participant Flow bottlenecks & successes

prioritize
focus on critical conversion rates

03

diagnose
key actions and/or challenges to impacting gap

04

drive action
based on estimated ability to “CLOSE THE GAP”
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IDENTIFY the Participant Flow Map
(PFM).

2.

a. A large number of factors go into
identifying the optimal leverage
opportunity. In addition, to identifying
which behaviors to change, one should
consider how difficult it will be to
change those behaviors, as well as how
hard will it be to target the right people
for this change.

a. What needs to be done first is to
identify the sequence of steps involved.
While this may seem easy, it often
turns out to be more of a challenge
than people expect. We strongly
suggest doing this as a team exercise
to ensure multiple viewpoints are
incorporated. There are also numerous
tools and techniques to help one do this
step that can save time and effort.
b. After identifying the sequence of
steps, we need to identify how many
people are at each step. This requires
collecting the necessary data in a
format that complements the Map.
c. The last step is calculating the various
metrics (such as conversion rates) that
will help us understand exactly what is
going on and where to target. This step
requires careful and expert attention.
d. Finally, it is important to point out that
our PFMs are visual maps of what is
happening. Additional research into the
whys and wherefores is invaluable in
truly understanding the opportunities.

PRIORITIZE the Key Leverage Points

b. Again, we would suggest a team
approach with expert guidance.

3.

DIAGNOSE the challenges.
a. Now that we know what attitudes and
behaviors we want to change, what do
we want to change them to?

4.

DRIVE ACTION that will matter!
a. The question here is what marketing
actions we can take to move people to
change their attitudes and behaviors.
PFMs tell us where, they do not tell
us how. This calls for creativity and
expertise in behavior and attitude
change.
b. A key focus here should be on learningwhat works where and why. We can
then begin to take that learning across
situations to drive impact.
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PFMs IN ACTION: EXAMPLE 1

In Example 1, we show the utility of
participant flow maps in examining the
strengths and weaknesses of different
employers in funneling employees from
eligible to engaged. Employer A seems
to have a relative difficulty in two areas:
eligible _> registration and complete HRA
_> engagement in coaching. Since the first
step reduces the population downstream,
the recommendation would be to focus
here to start. The call out box indicates the
questions to explore in improving this step
in the participant flow.

EMPLOYER A

focus: low conversion from eligible
to registration
• Are employees aware of the benefits of
registering?
• Do employees know how to register?
• Is the registration process difficult?
• Is the site URL easy to remember?
• Do employees have privacy concerns
regarding registration and how their
data will be used?
• Is there an incentive to register?
• What could be driving the greater
registration conversion seen at
Employer B? Can we apply this learning
to Employer A?

(see sidebar for more info.)

38%

Register on portal
71%

In Example 2, we illustrate how the user
centric approach can be used within a given
customer to track and monitor the year
over year impact of participation efforts.
In the Year 1 flow, we see less than desired
biometric screening participation as well as
a less than optimal rate of HRA completions
by biometric screening participants.
Biometric screening events were identified
as an important strategy that would not
only increase screening participation by
making that step more convenient but also

increase participation in the next step since
it introduces a valuable in person touchpoint.
Integrating targeted, multi-media
communication into the biometric screening
event experience and an associated open
enrollment process resulted in greatly
increased HRA participation.

EMPLOYER B

Eligible Employee Population
13%

PFMs IN ACTION: EXAMPLE 2

76%

Moving from Year 1 to Year 2
• Blitz of biometric events to increase access
& convenience
• Clear HRA "next steps" communication at
biometric events
• Integration of program communication in
annual enrollment process

Start HRA (click button)
98%

96%

Complete HRA (all types)
16%

YEAR 1

Eligible Employee Population
56%

44%

Engaged in 1+ Coaching Program (includes digital or live)

Complete Biometric Screening

12%

71%

57%

Engaged in 2+ Coaching Programs
28%

YEAR 2

83%

73%

Complete HRA (all types)
59%

Engaged in 3+ Coaching Programs
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SUMMARY

The key benefits of the user centric approach
and PFMs:

•

Improved participation and
engagement as our communication
and marketing efforts are now targeted
towards those points in the user
sequence of steps which will have the
greatest impact.

•

More efficient efforts as we are not
focusing on changing those behaviors
and attitudes where, even if we were
successful, there would be little impact.

•

Alignment across our functional areas
as to what needs to be done.

•

Better and more useful metrics to
assess our progress.
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