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These fundamentals are proven approaches to 
engage employees and drive activity within the 
Castlight platform This leads to greater utilization of 
benefits programs, a higher search rate that matches 
employees with high-value care, a more delightful 
experience, and ultimately, improved outcomes and 
medical cost savings. 
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Introduction

Companies are increasingly turning to digital health 
solutions to solve long-standing health benefits 
challenges and to guide employees to appropriate 
care, drive down medical costs, and improve benefits 
satisfaction. This healthcare evolution is evidenced 
by growing spend on such tools, which is expected to 
reach $410 billion in 2022. 

With an abundance of health and wellness solutions 
available from a variety of vendors, how can 
companies take a structured approach to evaluating 
which solution will deliver on this promise of improving 
the healthcare experience for their employees?

With health benefits making up the second largest 
cost for employers behind only wages and 
salaries—and with healthcare costs continuously 
rising—one critical criterion that a benefits solution 
must meet is its ability to demonstrate value. To do 
so, a solution must deliver measurable results, 
including engaged employees, improved outcomes, 
and, ultimately, cost savings. Simply put, there must 
be a proven value on investment. Castlight has 
worked with our customers to align on shared goals, 
developing a framework that demonstrates 
measurable results across key metrics to validate 
value on investment to employers. 

Castlight’s health navigation platform, Castlight 
Complete, steers employees to the appropriate care 
and helps them to manage their health—whether 
staying healthy, managing a chronic condition, or 
actively seeking care. In this paper, we will explore 
the Value Fundamentals that are core to unlocking 
Castlight Complete’s ability to achieve proven 
results, which include: 

1. Product Configurations: Which product do you
buy and which features do you enable?

For example, personalization creates a tailored
experience for each member of your population
regardless of where they are in their journey.

2. Incentive Design: How do you e�ectively incent
employees to engage with the product?

For example, allow employees to earn points
and rewards through achievable, bite-sized
actions to improve their health.

3. Engagement Tactics: How do you reach out to
employees to drive registration and usage?

For example, generate excitement and urgency
through a ‘big-bang’ launch e�ort and
executive champions.

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC5583041/#r16
https://www.benefitspro.com/2019/01/28/benefit-costs-broken-down-into-the-numbers/
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Through expert operation of Product Configuration, Incentive Design, and Engagement Tactics—these three 
Value Fundamentals are described in greater detail in the following sections—Castlight drives proven success 
for our customers as measured across six outcomes, summarized here: 

Platform Engagement
Initial registration and 
ongoing use of the app

Registration and  
Monthly Return Rate

Engaging employees is fundamental to 
enabling behavior change and is the 
first step to empowering employees to 
manage their health and wellness.

61% registration and 
38% monthly return rate

Right Provider
High-quality, low-cost 
providers

Site of Care and Unit 
Cost Savings

Steering employees to the 
highest-value provider or service limits 
excess costs and drives employees to 
high-quality care for improved 
outcomes.

25% less likely to incur an 
ER visit

Program Utilization
Usage of employee- 
o�ered health and 
wellness solutions

Completed Program 
Activity

Disparate solutions can cause 
confusion of which program to use and 
when. Higher program  
utilization—achieved through 
personalized recommendations—
means employees are taking action in 
managing their healthcare goals.

1.4-2.4x increase in 
completion of key health 
activities within third party 
benefits programs

Value Outcome Metric Why it Matters Proven Outcome

Employee Experience
The level of enjoyment 
experienced while using 
the app

Mobile Net Promoter 
Score (NPS)

NPS reflects the usability of the product. 
There is a high bar set for mobile apps. 
When it comes to digital health solutions, 
employees expect the same level of 
satisfaction as experienced in other apps.

75 mobile NPS

Cost Savings
Financial savings on an 
employer’s medical costs 

Medical Cost Savings Healthcare is a large expense for both 
employees and employers, with price 
continuing to increase. Proven savings 
on medical costs are critical for curbing 
rising healthcare spend.

1.4% average medical cost 
savings, which equates to 
savings of over $2 million for 
employers with 20,000+ 
employees 

Right Care 
Appropriate, 
evidence-based care

Closing Gaps in Care The ability to drive employees to the 
right care impacts adherence to 
evidence-based recommendations and 
enables the closing of gaps in care.

2x increase in 
preventive care

Value Fundamentals: Product Configuration Incentive Design Engagement Tactics
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Digital health solutions have the potential to connect 
individuals with appropriate care and improve health 
outcomes—and people are taking interest, with a 
recent nationwide consumer survey indicating 89% 
of respondents use at least one digital health tool. It 
is important to leverage these solutions to help 
employees gain the most from their benefit 
experience, to keep them interested and returning to 
the platform, and to drive value for those who 
ultimately pay for these tools: employers. 

In 2019 we conducted an in-depth analysis of 
hundreds of Castlight launches to accurately 
determine drivers of success. Each of the Value 

• Health Assessment

• Personalization

• Ecosystem Partner Programs

• Activity Tracking

• Challenges

• Device Credit

• Incentivized Program Activities

• Rewards Center

• Big-Bang Launch

• Organizational Support

• Benefit Enrollment Integration

• Multi-Channel Approach

Fundamentals that follows is one of those drivers, 
with these tactics working collectively and 
interconnectedly to boost our value outcomes, 
whether impacting employee experience, health 
outcomes, or medical cost savings. There is no single 
‘silver bullet’ for success. Reaching your goals for 
your benefits program depends on collective 
deployment of these tactics.

Let’s dig in  on the data-driven best practices across 
the three Value Fundamentals for Castlight 
Complete: Engagement Tactics, Incentive Design, 
and Product Configurations.

Product Configurations
The first decision an employer will make is in which 
product to invest and which product features to 
enable. In order for Castlight Complete to deliver the 

highest value, there are a number of product 
features that can be configured, including: Health 
Assessment, Personalization, Ecosystem Partner 
Programs, Challenges, and Activity Tracking. 
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https://rockhealth.com/reports/beyond-wellness-for-the-healthy-digital-health-consumer-adoption-2018/
https://rockhealth.com/reports/beyond-wellness-for-the-healthy-digital-health-consumer-adoption-2018/


As a best practice, we recommend configuring all 
product features. This creates the best possible user 
experience, and drives maximum value and 
meaningful behavior change.

Health Assessment

Our integrated, in-app Health Assessment is a critical 
component to providing a tailored user experience. 
When an employee takes the Health Assessment, their 
individual responses are fed into our personalization 
engine to provide content and recommendations that 
are relevant to each individual’s specific needs. We 
recommend activating and incentivizing Health 
Assessments to power a personalized, more engaging 
experience. Turning on Health Assessment campaigns 
enables personalized program recommendations and 
results in a 60% increase in average active users for 
relevant programs.

Health Assessment: 

60% increase in active program users

Personalization

Our intelligent Personalization engine, Genius, leads 
employees to relevant and prioritized 
recommendations based on claims data, eligibility 
file, search terms, and health assessment results. 
When customers have Genius campaigns running, 
we see a 2x increase in closing gaps in care among 
high-risk segments, such as back pain and colorectal 
screening. Castlight recommends deploying Genius 
to guide employees to the right resources.

Genius: 

2× gap-in-care closure rate

Ecosystem Partner Programs

Castlight’s Ecosystem approach empowers benefit 
leaders to simplify and easily introduce best-in-class 
partner solutions, and lets employees find 

everything they need in one place. This means 
employees can easily navigate to and be proactively 
prompted to use the solutions they need based on 
their individual profile, from diabetes management 
to resilience programs to financial wellness. This also 
means a simplified process for benefit leaders to 
launch and manage health and wellness o�erings. 
Through best-of-breed partner programs in one 
comprehensive platform, our approach encompasses 
deep integrations, personalized recommendations, 
and motivational nudges. The single hub approach 
results in a 2x increase in program utilization with 
Castlight as compared to industry benchmarks. Our 
recommendation is to select our Ecosystem Partner 
Programs to supplement benefit o�erings.

Ecosystem Partner Programs:

2× increase in program utilization

Activity Tracking

Castlight is designed to help individuals make good 
decisions everyday. Activity Tracking for steps, 
food, and sleep are all on one page. For greatest 
impact, enable activity tracking and create incentives 
for these micro-behaviors to encourage healthy 
habits. Castlight can then display points earned and 
a checklist of rewardable activities. When programs 
are incentivized, 29% more users log in at least once 
per month.

Activity Tracking:

29% increase in monthly users

Challenges

Time-bound, gamified Challenges encourage 
employees to get active while earning gems, tagging 
friends, and getting immediate positive feedback for 
healthy behaviors. For best results, deploy 
time-bound challenges to get employees active and 
engaged with the platform. Not only do challenges 
drive 3x more active users during a challenge, but it 
also results in 25% more users returning to the app 
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after the challenge.

Challenges:

3× more active users during challenge

Product Configurations collectively work to create 
value. All of these tactics are interconnected, so 

di�erent configurations will drive di�erent impact. 
For example, Health Assessments let us send 
targeted Genius campaigns. Without Health 
Assessments, we would not be able to achieve the 2x 
gap-in-care closure rate associated with Genius. 
Product configurations are the parts of the engine, 
with Castlight as a whole performing best when all 
parts are enabled.

Incentive Design
Incentives are tangible rewards that are used to 
motivate employees to engage with their benefits. 
With an expertly designed incentive plan, the 
organization will be aligned to shared goals, 
employees will be more motivated, and desired 
outcomes will be generated. 

There are three key aspects of Incentive Design: 
Device Credit, Incentivized Program Activities, and a 
Rewards Center.

Device Credit

A Device Credit, used to purchase a wearable health 
device, shows employees that you are invested in 
their success, and gives them an immediate trigger 
to jumpstart their health. It is very impactful—users 
are 8x more likely to complete a program activity 
when given a store credit. Plus, wearable health 

devices may be necessary to participate in 
challenges and programs. For this reason, our 
recommended best practice is to o�er a credit for a 
wearable health device during program launch.

Device Credit:

8× increase in program activity completion
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Tactic Impact

Health Assessment 

Genius

Ecosystem Partner Programs

Activity Tracking

Challenges

60%     Increase in Average Active Users

2×         Care Gap Closure Rate

2×         Increase in Program Utilization

29%      Increase in Monthly Users

3×         More Active Users During Challenges

Summary of impact driven by Product Configurations:

Every $10 increase in device credit drives expected 
6-month registration rate increase of 4.4%

Device Credits: An E�ective Incentive

Drive user registration

2.3× higher registration rate overall
3.2× higher registration rate 1 year post-launch

Activate your workforce

1.4× higher monthly active users 6 months post launch
2.1× higher monthly active users 1 year post-launch

Increase program utilization

1.8× higher program views 6 months post-launch
3.2× higher program views 1 year post-launch



Incentivized Program Activities

Incentivized Program Activities allow employees to 
earn points and rewards through small actions. 
Managing one’s health can be overwhelming to 
many people, so breaking down health goals into 
small, bite-sized steps enables employees to build 
the momentum needed to stay engaged with their 
goals. Through this, we can encourage users to 
participate with multiple health and wellness 
programs, and therefore get more from the Castlight 
platform and the benefits ecosystem overall. We 
recommend tying program activities to points or a 
milestone to drive desired behaviors. In fact, aligning 
program activities to incentives results in a 1.5x 
increase in activity completion.

Incentivized Program Activities:

1.5× increase in program activity completion

Rewards Center

Employees can redeem earned points in the 
Rewards Center, which features a variety of direct 
rewards or a chance to win big-ticket sweepstakes 

Incentive Tactic Impact

Device Credit

Incentivized Program Activities

Rewards Center

8×         Increase in Program Activity Completion

1.5×      Increase in Program Activity Completion

2×         Increase in Program Activity Completion

Engagement Tactics
Engagement Tactics are used during a program’s 
launch and beyond to create awareness, 
demonstrate Castlight as an organizational priority, 
and encourage registration and return use. 

Engagement Tactics include: Big-Bang Launch, 
Organizational Support, Benefits Enrollment 
Integration, and a Multi-Channel Approach.

These tactics build a foundation for employee 
communication to optimize awareness, registration, 
and utilization.

Summary of value driven by Incentive Design:

items. With direct rewards, employers can select 
items to o�er from the Castlight Rewards Catalog. 
With sweepstakes, individuals can enter to win a 
quarterly drawing for a big-ticket item, where 
Castlight will select and notify winners. Users are 2x 
more likely to complete program activities when 
o�ered prizes in the Rewards Center. Therefore, we 
recommend o�ering direct rewards and sweepstakes 
to motivate desired behaviors.

Rewards Center:

2× increase in program activity completion
 

Incentive design is critical to program views, monthly 
use, and user NPS. Incentives are a high-yield 
investment—the relatively small costs of device 
credits and rewards will be o�set by the impact on 
platform engagement and individual behavior, and 
ultimately cost savings. When acting together, 
Device Credit, Incentivized Program Activities, and 
the Rewards Center have a big impact on user 
behavior, driving significant improvements in the 
number of employees participating in their health 
and wellness programs.
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Big-Bang Launch

Launch is the biggest opportunity for registration, 
which then sets up success across all other aspects 
of engagement. For this reason, we recommend 
creating excitement and urgency with a Big-Bang 
Launch. To maximize impact, reach out across 
several communication channels, leverage Castlight’s 
user-tested messaging and collateral, demonstrate 
this as a priority through an executive sponsor, and 
drive urgency with time-bound incentives. It is 
e�ective and results in large jumps in registration. 
Customers benefit from an up to 21% increase in 
registration when they deploy a big-bang launch 
campaign.

Big-Bang Launch: 

11-21% increase in registration

Organizational Support

For employers, it is important to have aligned 
Organizational Support on your benefits 
investment. We recommend demonstrating Castlight 
as a company priority through executive sponsors, a 
management communication cascade throughout 
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the organization, and a network of champions to 
spread the word on an individual level. This helps 
Castlight to build awareness and trust with users, 
resulting in a successful launch. We have found that 
organizational sponsorship can contribute 9-18% to 
registration. It’s important to involve executive 
sponsors and champions early to start activating 
employees.

Organizational Support:

9-18% increase in registration

Benefits Enrollment Integration 

Through Benefits Enrollment Integration, we are 
able to reach every Castlight-eligible employee 
during open enrollment, when they are most focused 
on health and wellness. It is simple to put in place, 
and signing up for Castlight is made easy through 
embedded registration, an integrated link, and 
promotion during open enrollment to meet users 
where they are. We recommend taking the simple 
and impactful step of including Castlight in your 
enrollment flow. This integration in the enrollment 
experience boosts registration by 4-14%.

Big-Bang Launch and Open Enrollment Campaign

A customer in the steel manufacturing industry 
exemplified best practices for a big-bang launch with a 
time-sensitive incentive communicated through 
multiple channels. This led to 35% registration in the 
first three months, and a 26% increase in registration 
during open enrollment.

Big-bang launch:
• Time-sensitive incentive

• Multi-channel communications

Open enrollment campaign:
• Enrollment integration

Year 1 Year 1 Year 1 Year 1 Year 2 Year 2

Open enrollment 

Apr May Jun Jul Aug Sep Oct Nov Dec

Embedded Registration During Open Enrollment

An employer in the technology sector with 200K 
employees promoted Castlight in all enrollment 
communications, including the open enrollment guide. 
The employer saw over 16,000 new registrations—an 
increase of 10% during open enrollment.
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Benefits Enrollment Integration:

4-14% increase in registration

Multi-Channel Approach

Ongoing communication to employees is another way 
to drive registration and engagement. A 
Multi-Channel Approach across print, digital, social, 
benefit portals, and newsletters spans distinct 
modalities to drive activation. To continue to reach 
employees outside the app, we have seen the 
strongest results among customers who reach out 
across di�erent channel types at key moments 
throughout the year. This helps reach users in their 
preferred medium, at times when Castlight might be 
most relevant to them. Ongoing product emails drive 
14% higher Monthly Average Users. For strong 
continued use, we recommend continuing to promote 
Castlight after launch across multiple channels.

Multi-Channel Approach: 

14% increase in monthly use

Engagement Tactic Impact

Big-Bang Launch

Organizational Support

Benefits Enrollment Integration

Multi-Channel Approach

11% - 21%    Increase in Registration 

9% - 18%    Increase in Registration 

4% - 14%    Increase in Registration 

14%               Increase in Monthly Users

Summary of value driven by Engagement Tactics:

Successful execution of these engagement tactics 
will lead to strong registration.

To get the best results and the most value out of 
your investment, we strongly recommend following 
as many of these best practices as you can. At 
Castlight, we have launched hundreds of customers 

and have seen the e�ectiveness of these tactics 
through analyses of the data, which is demonstrated 
through the measurable value generated.

Multi-Channel Communications

An employer with 6,500 dispersed employees 
established a successful foundation of engagement by 
leveraging all available channels, including print, digital, 
social, and in-person. They integrated Castlight 
messaging through all benefits communications.

After deploying this multi-channel communications 
approach, the employer saw steady growth in 
registration to over 80% and maintained registration 
rates for 3+ years while population grew by 64%.

Big-bang 
launch

Benefits integration �
+ direct rewards

New population

Year 1

Year 1

Year 1

Year 2

Year 2

Year 2

Year 2

Year 3

Year 3

Year 3

Year 3

Year 4

Year 4

Year 4

Year 4

Year 5

Year 5
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Conclusion

Digital health o�erings can add significant value 
when carefully designed and e�ectively measured. 
When evaluating and implementing digital health 
tools for your population, it is critical that your 
investment can demonstrate value through measur-
able results. 

Castlight has built a defined framework for success 
that proves impact. Through successful engagement 
tactics, incentive design, and product configuration, 
Castlight customers benefit from 61% registration 
rates and 38% monthly return rates, 1.4-2.4x increase 

in completion of key health activities, 2x increase in 
preventive care, 25% decrease in the likelihood of an 
incurred ER visit, 75 mobile NPS, and 1.4% medical 
cost savings.    

Proven results paired with our ROI Guarantee means 
our customers can complement their benefits pack-
age with a best-in-class health navigation tool, while 
having assurance that they will achieve real value on 
investment. Through the value of health navigation, 
employees are empowered to manage their health 
and wellbeing and live happier, healthier lives.

Platform Engagement

Employee Experience

Right Care

Provider

Program Utilization

Cost Savings

61% Registration rates and 38% monthly return rates

75 Mobile NPS

2× Increase in preventive care

25% Less likely to incur an ER visit

1.4–2.4× Increase in completion of key health activities

1.4% Medical cost savings

https://www.castlighthealth.com/press-releases/castlight-announces-return-on-investment-guarantee/



