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$32.5B 
Health Insurance Commissions 

(U.S)

Zenefits Brokerage Firm 

500,000 Health Insurance Brokers

NAHU, IBIS




A Solution for HR + Broker



A Solution for Employees



A Solution for Brokers



2,800  
Employees

140 
Companies1 Broker

Company Existing  
Broker

Any Broker of 
Their Choice

Via Brokers + Direct to Companies



Phase 1

• Benefits Admin 
• HR Admin 
• Plan Selection / Enrollment

• Benefits Admin  
• HR Admin 
• Compliance Library 
• Private Exchange 
• Inside Sales / Enrolment Team 
• Broker Training 

Brokers pay Allay  
20% commission  

(~$60 / emp / yr)

Financial Model 

(~ $150 / emp / yr)

Become MGA to get  
carrier overrides + 

broker rates 

Phase 2



• 20 more companies moving 
forward 

• New sales leads each week  
from broker partners 

It’s working.

• 11 customers beginning to 
implement 



founders@allay.io 
angel.co/allay

mailto:founders@allay.io
http://angel.co/allay


Appendix



Broker Important, but Role is Changing 

• Consumerization of health insurance decisions, means 
brokers have to scale

• Companies are demanding more from their broker

• Brokers must partner with technology to succeed



Role of Broker Evolving 

Today’s Broker Tomorrow’s Broker / Consultant

Consumerization of Insurance
\
Unscalable 

Needs Technology 

Builds business  
off of  

Allay infrastructure 



HR software options 
are few:

BambooHR - (mostly 
dropbox for HR docs) 

Namely- (no insurance 
purchasing, focused on 
companies scaling fast) 

KinHR - (no insurance 
piece) 

Others are focused at 
top of market or 

outdated products. 


 Pure Private Exchanges fall 
short:

Liazon - (acq by Towers) 
Gravie - (cuts out broker)


Zane Benefits - (HSA primarily) 


Maxwell Health - (just 
exchange) 

eBenefit Marketplace - (bSwift 
backend acq by Aetna) 

GetInsured - (more gov’t 
consumer) 

VelaPoint - (consumer) 

Very Poor Broker 
Back Office Tools:
ZyWave - (broker 

back office product 
started in 1995) 

Solstice Benefits 

BennefitsConnect - 
(Outdated broker 

back office product 
started in 2001) 

Health Partners 
America  

Broker + Exchange 
+ HR Software

Allay


Zenefits - (forced to 
use Zenefits broker) 

General Landscape



Allay Will Get Greater Market Share vs 
Straight Private Exchange
Companies in our target market need help with HR compliance like:  

• Family Medical Leave Act tracking,  
• sick leave tracking,  
• PTO tracking, new hire paperwork like W4, W9, and I-9 completion,  
• employee handbooks,  
• employment and IP agreements,  
• asset tracking like who has fobs, laptops, phones etc.  

• Brokers evolving and need to offer more capabilities beyond just insurance purchasing.  

• For 5-500 person company, offering benefits plus HR administration / compliance and 
monetizing through insurance premiums is a far better option. 



Allay Will Get Greater Market Share vs 
Existing PEOs
• Currently less than 5% of all employees that work for companies between 1-500 employees 

in the U.S. are employed through a PEO relationship of some kind. (Source, TriNet S-1 filing 
and NAPEO statistics) PEOs are a very small segment of the market. Although PEOs do 
have a higher penetration rate with tech startups.  

• The reason it's a small segment is that, unless the customer is a startup or a <10 person 
company, there is a high switching cost associated with going to a PEO. The customer has 
to switch out their payroll, switch their benefits plans, and sometimes their broker, and if there 
is an in-house HR person or two they often perceive it as a threat to their job and block the 
PEO. Also if if the customer has an HR person, a broker, and payroll set up, the pain is not 
usually large enough to make a big of a switch to a PEO. 

• If it makes sense in the future Allay could easily provide a PEO offering without changing our 
product. We would have a much lower cost of acquisition then other PEOs because Allay 
could simply convert businesses who would already be using existing versions of Allay.  



• Underpenetrated HR Tech Market: 450 million people around world could 
license and use corporate HR software.Only 55-60 million seats have 
been sold.  
http://www.forbes.com/sites/joshbersin/2013/05/31/7-reasons-hr-technology-is-so-hot-today/ 

• Presentation by CEO of Aetna (Dec 2014), slide 45 and 46 show future of 
health insurance purchasing: 
http://www.aetna.com/investors-aetna/assets/documents/2014-investor-conference/2014InvestorConferencePresentation.pdf

• Good article about how brokers are evolving. 
http://www.ibj.com/blogs/12-the-dose/post/46539-health-insurance-brokers-must-change-to-survive

Interesting Reads on the Market

http://www.forbes.com/sites/joshbersin/2013/05/31/7-reasons-hr-technology-is-so-hot-today/
http://www.aetna.com/investors-aetna/assets/documents/2014-investor-conference/2014InvestorConferencePresentation.pdf
http://www.ibj.com/blogs/12-the-dose/post/46539-health-insurance-brokers-must-change-to-survive


$35B 
Benefits Commissions

US/Canada

Zenefits Brokerage 

Benefits Commissions Market

$9.7B 

Companies 5-500 employees.  
Assuming $150/employee/yr to 
Allay (taken from Liazon 
benchmark pre acquisition)



$35B 
Benefits Commissions

US/Canada

Online Brokers:

Zenefits 20M 

ADP 34M

Paychex 40M

Other Private Exchanges 740M 
(mostly large enterprise)

Benefits Commissions Market

$9.7B 

Companies 5-500 employees.  
Assuming $150/employee/yr to 
Allay (taken from Liazon 
benchmark pre acquisition)
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40M people will purchase benefits through  
private exchanges by 2018



All insurance commissions in US

$137B 
409k broker & agency firms 
70% single person companies

$11B  
Top 4 Firms: 

• Aon  
• Marsh 
• Willis Group 
• Arthur Gallagher





Personal Information 

SSN 
Name 
Email 
Employment Agreement 
IP Agreement 
Medical Enrollment 
Dental Enrollment 
Vision Enrolment 
Life / Disability Enrolment 
Salary 
Job Description 
W4 form 
I-9 Form 

Med 
Carrier

Payroll

Gov’t
Dropbox, 

Google Drive, 
Physical file

Spreadsheet 
or HR system

Dental 
Vision 
Carrier

Common info, multiple places

Allay



Revenue Averages

2-8%  
of premium

Avg health commissions 

(100 person+ group negotiated) 

Liazon comparable

$150/e/yr 
through broker 

$300/e/yr 
direct 



Financial Model 
Assumptions:  
• Avg total commissions per employee per year for employees with integrated benefits = $300 

• Commission split on $300/employee/year = 20% - 50% 

• Avg customer = 71 employees in size  
(based on US Census data + focus within target market of 5-500 employee companies)



Financial Model 

How to hit target ARPU: 
• provide decision support technology for company and employees 
• provide inside sales / enrolment team to support broker partners 
• provide free HR compliance and administration technology for broker’s customer 
• provide HR / ACA compliance training and collateral for broker and customer 
• lead gen for brokers through free HR + compliance technology  
• as industry demands more from brokers and consumerization of purchasing continues there 

will be a natural power shift toward technology as distribution platform. 

Minimum ARPU  
$5 / mo = $60 / yr

Target ARPU  
$12.5 / mo = $150 / yr

Based on 20% commission  
split on all financial products.

Based on 50% commission  
split on all financial products.  
(Taken from Liazon avg.)



20%
commissions  

Today’s Broker Tomorrow’s Broker / Consultant

• Private Exchange   
• HR Suite

50%+

• Private Exchange  
• HR Suite 
• Inside Sales / Enrolment Team 
• Compliance Training and Education 

commissions  

$150+/emp./yr$60/emp./yr

Consumerization of Insurance

Financial Model 



Financial Model 

Avg # of years client spends with 
Allay 6

Expected LTV $63,900  
(71 employees * $150/yr* 6yrs)

Expected CAC $1,000 - $10,000



Targets with funding

582 companies  
with Benefits integrated 

41,357 employees  
with benefits integrated

April 2016 
Avg Revenue Per Employee ($60-$150) 

ARR =$2.4M-$6.2M

Key Drivers: 

• Online Sign-Off to Joint  
Broker Relationship 

• Self-Serve On Boarding 

• Broker Partner Referrals  

• Outbound / Inbound Leads 



Hiring Plan

Sales/BD

Sales/BD

Sales/BD

GTM 
Julien - Sales / BD

Product  
Andrew - Engineer / Design

Full Stack Engineer

Full Stack Engineer

Back End Engineer

Front End Engineer

Integrations

Lead Gen

$1.9 M = 18 Months with 11 FTE

Chris

Kevin

Open

Open

Open

Open

Open

Open

Open



GTM 
Julien - Sales / BD

Hiring Plan (Scenario 2) 
$3.3 M = 18 Months with 18 people

BD 

BD 

Support

Sales / Biz Dev

Sales / Biz Dev

Full Stack Engineer

Full Stack Engineer

Back End Engineer

Full Stack Engineer

Designer

Product Marketing

Front End Engineer Content Marketing

Integrations

Integrations

Product  
Andrew - Engineer / Design

Sales

Sales

Sales



Targets with funding (Scenario 2)

1,164 companies  
with Benefits integrated 

82,644 employees  
with benefits integrated

April 2016 
Avg Revenue Per Employee ($60-$150) 

ARR =$4.9M-$12.4M

Key Drivers: 

• Online Sign-Off to Joint  
Broker Relationship 

• Self-Serve On Boarding 

• Broker Partner Referrals  

• Outbound / Inbound Leads 



Product






























