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Executive summary

1) Connect for Health Colorado is nearing the completion of its 2016 planning and 
budgeting process.  We continue to strive for plans that:

1. Optimize the customer experience 

2. Stabilize & right-size staffing, systems, processes

3. Put Marketplace on the path to financial sustainability  

2) Board approved CY 2016 Fee Assessment Rates, a minimum commitment of $500k for 
the Assistance Network, and direction on several critical business cases, including: 

• Enrollment projections, SHOP, MA Site contract, Service Center structure, IT 
planning, Assistance Network planning, Sales Channel planning, and initial financial 
forecasts

3) Today:  

1) Update on the planning and budgeting process

2) Marketing & Outreach planning assumptions

3) Staffing Plan Assumptions

4) Determine Budget Targets
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2016 Budget Process

Input & Impact Scan

Input: Advisory Groups, 

Board, Community, 

Legislature, Staff, 

Stakeholder

State-based Exchange 

Budget, Staffing, Fees 

Comparisons, as available

Strategy & Tactics’ Business Case Development

Continued Inputs

Enrollment Forecasts

Operational Service Levels

Business Driver Case’ 

Development

MA Site

Service Ctr.

SHOP

Medicaid Matching 

Optimization

Iteration: Discretionary Items

Continued Inputs

Business Driver Case 

Development:

Sales 

Asst. Network

Marketing & 
Outreach

Staffing

Capital Investments

Reserves & Contingency

Revenue: Assessment Fees 

Recommendation

Strategy & Budget Integration

Business Plan<>Budget 
Iterations

Committee, Board, CMS, 

LIRC Reviews
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Business Cases in Development

Description Top Decision Components Direction

Enrollment Targets &
Sales Business Case

1. Enhancements to SHOP product offering
2. Development of strategy around transition plans
3. SES functionality, effectuation rate

1. Moderately aggressive 3-year targets presented with enrollment 
drivers reviewed internally and with the Joint Committee

2. The Committee recommended proceeding as presented

Service Center
Structure/Re-
negotiation

1. Expectations regarding service levels
2. Physical location of primary and overflow service centers
3. Strategies for non-Marketplace calls (re-direct or support)

1. RFP responses reviewed, including service levels, strategy, 
locations, costs, systems, contract structure, and management

2. Negotiation strategy will be discussed in Committee

SHOP

1. Completion of market due diligence and the RFP process
2. Financial ROI’s of sustaining structure vs. outsourcing
3. Expansion of Small Group Market to 100 or less

1. Two options presented, with potential ROI and service levels, 
capacity, functionality, and timelines debated

2. The Committee recommended proceeding with outsourcing 
exploration, RFP distribution, and evaluation of responses

Sales Channels

1. Distribution od appropriate level of sales targets across 
channels

2. Initiatives that will support and drive sales and engage 
key channels

3. Development of Broker lead tool

1. Reviewed sales channel strategies, plans, estimated enrollment 
projections by channel, Board support

2. No Committee recommendation sought; input collected

Assistance Network 
(AN)

1. Development of alignment strategy
2. Refocusing enrollment best practices
3. Significant partnering with Marketing and Outreach 

teams and community based champions

1. Reviewed Statement of Need, ACA requirements, current 
status, KPI’s, market segmentation and strategy, timeline, 
Board support, rec. minimum funding commitment ($500k)

2. Committee supported general direction recognizing TCHF grant 
is pending approval

3. Board Approved minimum $500k Budget Commitment

IT, Decision Support,
Broker Portal, V.3.0

1. ROI, Funding Prioritization
2. Functionality improvement, regulatory requirements
3. Evaluation of enhancements in new version of code and 

relative impact on sales & costs
4. Stay on most current versions of code to stay under 

warranty and receive product fixes
5. Decision Support tools’ effectiveness assessment

1. Reviewed High-level 3 year IT roadmap, current stabilization 
phase components, Key projects, prelim cost projections

2. No Committee recommendation sought; input collected
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Business Cases in Development

Description Top Decision Components Direction

Marketing
Branding 

Health Literacy

1. Educating and raising awareness of financial assistance & 
Marketplace w/out advertising $
2. Better support Navigators/Brokers w/limited resources
3. Still meet enrollment goals w/resource limitations

1. Discussion @ Committee May 20

Staffing Plan

1. Balancing replacement consulting staff with FTEs and 
prioritization of same
2. Staffing plan for remainder of 2015 that supports growth 
and sustainability.
3. Staffing plan to support FY2016

1. Discussion @ Committee May 20

Fees

1. Preliminary operating and capital expenditure models & 
associated cash flow expectations

2. Develop revenue budgets and recommendations for fees
3. Timing requirements (Carriers, DOI, Marketplace)

1. Completed: Rates set at 3.5% of Premiums, and $1.80 pmpm
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MARKETING & OUTREACH
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THE C.O.M.P. TEAM

Luke Clarke, Communications Director

Gabriela Aguilar, Outreach Manager (Special Populations)

Linda Gann, Outreach Manager (Western Slope) 

Taylor Roddy, Marketing and Communications Manager

Kyla Hoskins, Manager of Policy & External Affairs
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2nd Open Enrollment Period – What Really Worked

• Statewide multi-channel mass media ad campaign targeted to 
Marketplace-eligible customers

• Drive awareness of in-person assisters and enrollment centers

• Engage Latino and other minority media and community groups

• Harness Social Media to advance consumer-relevant content, health 
insurance literacy

• Strengthen relations with stakeholders

• Proactive communications to explain drop in benchmark 
premium/APTC,  importance of shopping for renewing and new 
customers ahead of OEP2

• Frequent media briefings on APTC, enrollment deadlines, renewals 
and tax penalty for OEP2 in key markets

o OEP2: 49% media coverage positive, 30% negative and 21% neutral
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2nd OEP – What Really Worked

• Advertising
o Regional radio, print and online ads backed by statewide branded TV

o Messaging – streamlined, intentional call-to-action to local assisters 

(not Service Center)

o Culturally diverse

• Outreach
o Data-driven: target zips with higher estimated uninsured @138%+ FPL

o Enrollment-focused

o Empowering assisters with data and strategy

o Strong collaboration with Brokers, Assistance Network
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“We all need health insurance”
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Marketing ROI

• Overall marketing Cost per Acquisition ($100-$200 considered efficient)

• $4.8 M total FY15 budget

o 141,000 enrolled lives = $34 CPA

• $3.2 M advertising spend

o 141,000 enrolled lives = $22.70 CPA

• Traditional Media generated over 383,909,346 ad impressions

• Total Spend in Traditional Media: $2,763,598

• CPM of $7.20 (cost per thousand advertising impressions)

o 51% below industry standard costs (SQAD)
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2nd OEP – What Really Worked

• Focused effort on streamlining content

o Feedback from partners indicated less copy, more visuals 

• Targeted messaging of in-person assistance increased enrollments

o 118% increase in Denver county enrollments (80202)

o 279% increase in Boulder county enrollments (80026) 

o 270% increase in Jefferson county enrollments (80228)

o 216% increase in Arapahoe county enrollments (80231)

o 367% increase in Weld county enrollments (80634)

• Emphasis on how to shop – see if you qualify, view plans, get in-
person help

o Large increase in traffic on tax credit estimator and plan finder pages 

from OE1
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Targeted Outreach using Social Media
Example: Young Invincibles

Target & Placement Age 18 - 35

Investment $100

Reach 46,244

Frequency 1.32

Impressions 61,259

Clicks 150

Unique Clicks 134

Click through Rate .245%

Post Engagements 71

Cost per post engagement $1.41 
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Driving Enrollment using Social Media
Daily count-down campaign with deadlines
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Market Research: Uninsured down, 
Awareness Up, Perception Positive

• Number of uninsured has dropped significantly since 2013 to 11%
o 17% of 18-34-year-olds are uninsured

o Higher rates of uninsured include: smaller population areas (rural, Durango); people with 
household incomes < $50,000; and men

• Awareness of Connect for Health Colorado has increased significantly, up 13% 
since 1st Open Enrollment Period (OEP) – from 60% to 73% statewide after 2nd 

OEP
o Exceeded FY15 Marketing goal of 10% increased awareness!

• Awareness rose in every region of state
o Awareness strongest in Front Range regions 

o Rural and Grand Junction regions increased by 10% 

o Durango region (lowest rate) increased 9% (*New Mexico TV)

o Awareness trails in uninsured & youngest adults, compared with insured & over-35

o More than half of those who have heard of Connect for Health Colorado 
believe it has had a positive impact on Coloradans; relatively few believe it has 
had a negative impact
o Among those who purchase their own insurance, 70% say it has a positive impact 
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Awareness by Regions 

62%

74%

72%

62%

75%

64%

47%
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Research: Marketing Effectiveness

• About half of those who have heard of Connect for Health Colorado 
heard of it from TV

• Radio, online and social media drove awareness more than in 1st OEP

• Percentage of Coloradans who reported seeing an ad increased 

o ~ 2/3 who saw an ad believed the message

• Word-of-Mouth is very important too: Many reported hearing about 
Connect for Health Colorado via work, friends, family, health or 
insurance sources or a mailing
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Research:  … We still have work to do

• Cost is the primary barrier to getting coverage (78%)

• Even though they think coverage is valuable, 41% of uninsured said they 
“don’t need it”

• There is still confusion regarding what is Connect for Health Colorado
o Most know it is an online resource to compare and buy health insurance (73%)

o But half believe it is a government-backed insurance plan (55%)

• Understanding of relationship with Medicaid is murky:
o ~20% believe it is Medicaid, and another 25% are unsure

• Coloradans are confused about eligibility for financial assistance
o Vast majority (87%) believe income and household size are used to determine 

eligibility – BUT many also believe factors such as veterans status (58%) and 

health conditions (48%) may be used as well

o Only one-third understood that qualifying for Medicaid makes you ineligible for tax 

credits

• Awareness of a penalty is high (84%) – but fewer know details or that it is 
increasing yearly 
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2016 Overarching Strategy

Situation

o More aggressive enrollment targets

o Lower budgets

o Harder-to-reach populations

o Success contingent on systems and processes working for consumers

• Grow Awareness, Positive Perception and Loyalty to Brand

o Raise awareness 5%, measure through market research

o Drive enrollments in targeted regions with population-specific messaging

• Use a data-driven approach to optimize education, outreach, 
advertising, communications and other marketing 

• Emphasize grassroots tactics and enrollment opportunities to reach new 
customers and retain current customers

• Educate about which “door” can best help people for their needs

• Engage stakeholders and partners in enrolling customers

• Support sales channels and stakeholders with tools
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Communications

• Inform and educate

o Briefings to discuss renewals, OEP3 in key media markets

o State tour to update business, stakeholders

• Ensure consistency & accuracy

o Review all noticing for language/consistency 

o ‘Audit’ materials across channels

• Support retention activities

• Optimize content, tools and channel partnerships to drive higher 
engagement

• Continue to drive awareness of in-person assisters and enrollment 
centers with qualified marketplace customers

• Collaborate with partners on health literacy campaigns
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Retention 

Conduct ongoing outreach to current customers
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Health Literacy – Using Social Media 
#jargonbuster
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Grassroots Outreach

• Increase awareness and enrollment among hard-to-reach and eligible but not 
insured (for tax credits/private insurance) populations across Colorado

o Data-driven focus on high concentrations of eligible-but-not-insured in key 
areas across state

o Organize, promote community engagement and enrollment events in key zip 
codes across all geographies

o Create collateral for non-English-speaking and immigrant populations

• Maximize sales channels’ and stakeholders’ resources to increase coverage

o Include school-based, faith-based, clinic-based 

• Educate about health insurance and value of coverage (literacy)

• Enlist a diverse coalition of organizations willing to be community based 
Certified Enrollment Assisters to help educate & begin the enrollment process

o Warm hand-offs/referrals to Brokers and Health Coverage Guides
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Data-Driven Marketing and Outreach
Estimate of Uninsured Coloradoans by County (138%-400% FPL, and over 400% FPL) in 2015
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Region 6 – Denver Metro Area
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Region 6 – El Paso County
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Western Slope &  Eastern Plains Rural Outreach 

• Trusted community collaborations are key

• Broker partnerships contributed to our enrollment success

• Smaller populations = targeted outreach
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Marketing & Advertising

• Strengthen brand loyalty among consumers, sales channels and 
stakeholder organizations

o Identify and empower ‘brand ambassadors’

o Optimize tools & materials available to channels 

o Partner with Carriers

• Promote enhanced Small Business Marketplace, its benefits & 
expanded criteria (2-100 employees)

• Use lessons of OEP2

o Constantly evaluate data to measure and regroup

o Consider value of enrollment centers based on timing, location

o Integrate aspects of WordPress and shopping portals to help 

consumers’ decision-making

o Leverage existing community events & opportunities

• Re-purpose advertising materials and use data, new technology to 
‘hyper-target’ eligible consumers to enroll or renew

• Maximize Social Media channels to reach targeted and broad 
populations
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Geographically targeted enrollment centers 

18 enrollment centers • OEP2 - Selected based on 

geographic areas with high 

uninsured rates

• Partnered with Brokers and HCGs

• 1 site fully directed by us, 17 

others operated by certified 

assisters, supported by us

• Sites received training, 

advertising/promotion, some 

operational support, signage, 

collateral, listing on the website, 

and reporting tools

• Recommendation: Create 

enrollment centers for OEP3; use 

Brokers, Assistance Network to 

house; limit timing; reduce costs
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Geographically targeted enrollment centers 
The 16th street store metrics 

• Open 74 days, M – Sat minus some holidays, 10 – 6pm from Nov 15 – Feb 16

• Helped 1,055 customers

• Generated 696 leads

• Enrolled 283 customers

o $206.06 CPC

$1,158,036

in total prem.

Revenue generated in the ecosystem

$56,600

in broker comm.

$40,530

to us for 

‘lifetime’ of 

customer

# cust * $341 * 12

# cust * 200 

(~commission)

(# cust * 341 * 12)  -

costs * .014 * 2.5
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Public Policy & External Affairs

• Define and develop public policy and advocacy strategies for 
organization

• Define external communication process for organization

• Identify new partners for collaboration (local, state, national) and 
continue targeted stakeholder engagement

• Increase education and awareness with state legislature, business 
groups, other organizations (see examples)

• Policy Maintenance

o Identify policy levers that can support the business’ strategic plan

o Pursuit of policy or statutory changes 

o Review approved Board policies

• Improve constituent escalation process
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Public Policy & External Affairs
Examples of Education 
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Public Policy & External Affairs
Examples of Education for legislators
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Public Policy & External Affairs
Examples of Education for legislators
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Proposed FY16 Budget

FY2016
Q1

Jul-Sep

Q2

Oct-Dec

Q3

Jan-Mar

Q4

Apr-Jun
Total

Market Research 0 0 $50,000 0 $50,000 

Paid Media 0 $373,000 $120,000 $4,000 $497,000

Outreach and 

Enrollment –

Centers, Support & 

Events

$20,000 $201,250 $118,750 $15,000 $355,000 

Collateral/Materials/

Design
$116,000 $140,000 $80,000 $17,000 $353,000 

Consultants

(PR and Minority 

Outreach)

$22,500 $33,000 $34,000 $19,500 $109,000 

TOTAL PROPOSED $158,500 $747,250 $402,750 $55,500 $1,364,000

*Does not include contract lobbyist; CodeBaby
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DRAFT II: ENROLLMENT 
FORECAST
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Enrollment Projections  (5/20/15)

Enrollment Type

Covered 

Lives 

6/30/15

Mid-Level 

Projection:  

Covered 

Lives 

6/30/16

Low 

Projection 

% Inc. 2016 

v 2015

Low 

Projection % of Mid 

High 

Projection % of Mid 

Mid-Level 

Projection: 

Covered 

Lives 

6/30/17

% Inc. 2017 

v 2016

Mid-Level 

Projection: 

Covered 

Lives 

6/30/18

% Inc. 2018 

v 2017

Individual- Gross 142,896        217,306        52% 195,237       90% 227,619      105% 256,242        18% 295,178       15%

Individual- Effect. 123,462        169,499        37% 152,285       90% 177,542      105% 204,994        21% 236,142       15%

SHOP Groups 336 763                127% 686               90% 839               110% 1,220             60% 1,867           53%

Covered Lives 2,688            6,881             156% 6,193           90% 7,569           110% 12,249          78% 15,923         30%

Primary Enrollment Drivers:

• Effectuation rate (current 86%; used 78% for forecasts)

• Retention rate (used 66%)

• New business: General

• New business: Eligibility process improved thru-put and recapture

• New business: Non-ACA Transition plan expiration

• Life Change Event volume

• SHOP 51-100 size group increase

• SHOP system functionality

• APTC Index

• Carrier Pricing
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STAFFING
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Priority Staffing Additions

Function Strategy Supported

Broker Relations -Increase Enrollment

Eligibility -Improve SES Functionality

-Cost Allocation Support

Health Plan IT Operations -Complete & Improve Carrier Interfaces & Reporting

IT Testing -Improve System Functionality

Business Intelligence & 

Data Quality

-Maintain Reporting Requirements (Regs)

-Identify/Analyze Strategic Opportunity

-Financial Analysis

-Improve Data & Operational Reporting Accuracy

Human Resources -Retention & Recruiting, Org Design

Audit -Improve Processes/Policy alignment, Audit Support

Appeals -Meet Appeals Regulations

-Support Eligibility & Cost Allocation

Admin Support -Build Staff Capacity
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Contractor Conversion

Function Strategies Supported

Project Management -Build internal project management team, project 

management efficiency, and enhance institutional 

knowledge

Sales, Training, Carrier Management -Improve resource alignment

-Reduce overall costs

Accounting & Finance -Create addl. financial analysis capacity

-Consolidate accounting & payroll

Human Resources -Build human resources strategic focus

-Build recruiting depth

SES Management -Improve product control

Operations -Enhance internal business process improvement

IT Testing -Staff stability
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Staffing Plan

Current Staffing:

• 53 FT positions (filled + open)

• 11 individual contractors

• Total: 64 FT positions

Proposed Staffing:

• 76 positions

• 0 long-term individual contractors*

• Total: 76 FT positions

o Net 12 New positions

o 11 Contractor Conversions to FTE

Financial Impact (approx.):

• Salary & Benefits:  Increase $3.1m

• Contractor Budget: Decrease $1.8m

• Net Position Budget Change:  $1.3m

* Temporary and/or specialist/project contractors will  continue to be utilized on an on-going needs basis
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DRAFT II: CAPITAL 
REQUIREMENTS
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Key IT projects over next  20 months 
Projects FY2015 FY 2016 FY 2017

Calendar Year 2015 Calendar Year 2016

Q1 2015 Q2 2015 Q3 2015 Q4 2015 Q1 2016 Q2 2016 Q3 2016 Q4 2016

Shared Eligibility System

Improvements

2015 Marketplace 

improvements 

Carrier EDI 

improvements 

Target architecture / 

2016 Marketplace 

improvements (“4.0”)

SHOP 

BI improvements 

Service Center 

Technology Refresh 

Contract review and 

renegotiation

SES improvements 

Marketplace “3.0”

Follow – on SES improvements 

Change EDI implementation

Renewals 

OEP

Complete Change EDI 

Planning and Preparation Execution 

Implementation Transition

Planning and 
implementation 

Planning and 
implementation 

Planning and analysis Negotiation 

Ongoing improvements 

Ongoing improvements 

Ongoing improvements 

OEP Begins
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Preliminary IT project cost projections for FY 2016 / 2017

Project
 FY 2016 Cost 

Projections 

 FY 2017 Cost 

Projections   

 Total FY 2016/17 

Projections 
Comments

SES improvements  $                4,800,000  $                    800,000  $                    5,600,000 
Assumes additional changes are 

needed after September 2015

2015 Marketplace 

Improvements
 $                    750,000  $                               -    $                       750,000 

Assumes limited ability to make 

changes to Marketplace for 2016 OEP 

other than SES (e.g, defect fixes, 

renewals processing improvements, 

some usability improvements) 

Carrier EDI 

improvements 
 $                    500,000  $                    300,000  $                       800,000 

Assume EDI will be completely 

working with all carriers by end of FY 

2016 and ongoing improvements 

costs are about $300K/yr

Migration to target 

architecture/ 2017 

OEP changes*

 $                1,500,000  $                2,000,000  $                    3,500,000 

Assumes that we will reduce the 

number of  products in the 

Marketplace to allow us to realize 

more fully the benefit of hCentive 

product enhancements and reduce 

overall M&O costs

SHOP migration*  $                    500,000  $                       500,000 

Assume net neutral during FY 2016 

due to service center cost reductions, 

some capital may be required 

initially 

BI improvements  $                    250,000  $                    200,000  $                       450,000 Medicaid & Data Capture, Analysis

Service center 

technology refresh
Included in service center proposals 

Other projects and 

ongoing costs
 $                    500,000  $                    800,000  $                    1,300,000 

Includes desktop maintenance and  

other costs, 

Total  $                8,800,000  $                4,100,000  $                 12,900,000 
* waiting  for proposals  from vendors  

NOTE: These are preliminary (+/- 20%) cost estimates for new / ongoing project work.  Total annual IT costs (not including 
staff costs)  include the above project work plus ~$8M in annual license, maintenance and operations, and hosting fees.
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DRAFT II: 2016 BUDGET
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DRAFT ii:  Revenue

Draft Revenue Scenarios - May 20, 2015 update

Cash Basis Estimates ($000's)

2015 Estimate FY 2016 FY 2017 FY 2018

2014 Assessment Fees 5,100 400 0 0 

Health Plan Assessment Fees 987 9,617 24,187 27,993 

Special Broad Market Assessment 4,500 19,980 19,440 0 

Tax Credit Donations 5,000 5,000 5,000 5,000 

Shop (w/ new investment) 120 220 1,500 2,000 

Vision 9 18 20 24 

Foundation Grants (estimates only - no commitments received) 2,500 2,500 1,000 1,000 

Interest Income 46 18 3 3 

Medicaid Cost Recovery 0 2,500 2,000 2,000 

Level 2 Grant 60,500 200 0 0 

CoverColorado 14,034 0 0 0 

Total Revenue 92,796 40,453 53,150 38,020 
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Draft ii: Expenses

Expense Category FY 2015 Forecast
3.5%  - Revenue Driven 

Model

General & Administrative 7,325 10,059 

Salaries & Benefits 5,515 8,634 

Rent, Tech Infrastructure, equip, connectivity 797 743 

Other 1,013 682 

Marketing & Public Relations 4,771 1,364 

Assistance Network 6,040 3,000 

Operations 2,683 1,196 

Business Development 673 396 

Carrier Support & Other Operations 731 316 

Training 324 54 

Other 955 430 

Customer Service Center 21,280 17,623 

Technology 10,942 9,389 

Hosting 2,108 2,053 

M&O Costs 6,653 5,588 

Additional Marketplace 
Maintenance/Enhancements 986 888 

Other 1,195 860 

Contingency 750 

Total Operating Expense 53,041 43,381 

Technology CapEx and Other Projects

Migration to Target Architecture 1,500 

Marketplace Improvements/Licenses 15,531 750 

SES (Excl $160k in Salaries) 7,060 4,640 

Shop 500 

MA Site -

EDI 500 

Other 750 

Total CapEx and Projects 22,591 8,640 

Total Cash Outlays 75,632 52,021
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DRAFT ii:  Net

Draft Financial Scenarios - May 20, 2015 update

Cash Basis Estimates ($000's) FY 2015 
Estimate FY 2016 FY 2017 FY 2018

Total Revenue 92,796 40,453 53,150 38,020

Total Operating Expense 53,041 43,381 45,116 46,921

Operating Surplus (Deficit) 39,755 (2,928) 8,034 (8,901)

Total CapEx and Projects 22,591 8,640 4,100 5,000

Net Surplus (Deficit) 17,164 (11,568) 3,934 (13,901)

Takeaways:  
• Revenue set at 3.5% and $1.80 pmpm for CY 2016, cash received 2nd qtr
• Deficit generated in FY2016; utilize reserves to fund shortfall
• Continuing to pursue additional revenue, reimbursement and expense assumptions and opportunities


