
Objective
Administered on a state-by-state basis and constantly subject to rule changes, processing 
individual workers’ compensation claims and navigating the overall medical benefits system is 
quite complex.

The client, a prominent player in the healthcare insurance industry, aims to simplify processes, 
support employers and workers, and connect healthcare providers to prevent injuries and 
improve workers’ compensation experiences. The client has a mission to deliver value by 
maximizing cost savings and health outcomes, improving information accuracy and usefulness, 
and maintaining positive relationships with providers. 

Looking to fulfill its mission and ensure business continuity at a reasonable price, the client 
investigated offshore business process management (BPM) options. In late 2012, the client 
selected the HGS team in Bangalore, India, to design and execute a six-month pilot project to 
review medical bills. Through the efforts of a team of twelve, HGS gained the client’s trust by 
showing proof of concept and demonstrating that processes could be successfully outsourced. 
HGS was able to exceed expectations in quality and productivity in only three months. By early 
2013, HGS was engaged on a more permanent basis and the pilot project ended three months 
ahead of schedule.

Our Solution
HGS has more than a decade’s worth of experience in workers’ compensation. Due to this 
company strength, HGS was able to ramp up quickly and start meeting new service level 
agreements right away. Throughout 2013, 2014, and 2015, the relationship deepened through 
the addition of more business in India and the Philippines.

The current team of 250 works with several client departments to deliver over a dozen distinct 
processes that touch injured workers, employers, and healthcare providers across the United 
States. HGS agents specialize in clinical and code reviews, case management, provider support 
and service, and data management, all to ensure claims are processed quickly and accurately 
and get injured workers back on the job as fast as possible.

HGS flexes and collaborates with this client very closely. While HGS is accustomed to a wide 
variety of vendor management styles, this client has chosen to remain very engaged with 
their outsourced business. With shared technology and training, performance dashboards, 
impromptu and scheduled meetings, strategic reviews and site visits annually, HGS is truly an 
extension of their in-house team. The nature of this constructive partnership enables HGS to 
readily adapt to business needs and offers learning opportunities for both organizations.

Carving out a competitive edge is critical. As such, quality, accuracy and turnaround time 
expectations are very high compared to other BPM programs, and HGS has developed 
stringent auditing and agent performance management techniques. These not only include Six 
Sigma and ISO quality management methods, but also regularly stratified work sampling, active 
monitoring of top error trends, and executing detailed action plans.
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“Thank you, and your 
team, for putting forth 
the efforts to maintain 
such high quality. I know 
you will continue to 
give excellent results. 
HGS has exceeded our 
expectations, and we look 
forward to our continued 
partnership. Thanks 
again.”
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From recruitment onward, agents are aware of the high expectations. Candidates are 
evaluated according to the client’s criteria, assessed using third-party tools and asked 
questions that target their ability to think on their feet and think out of the box. All agents 
receive initial training in US grammar, geography, workers’ compensation and clinical/
healthcare nuances and, during steady state, receive critical alerts on their desktops, 
assessments of knowledge gaps, access to subject matter experts, and one-on-one coaching. 

The relationship between HGS and the client started as transactional but grew to be 
more strategic. HGS strives to not only meet service levels but to continuously add value. 
Enhancements are built into every quarterly strategic plan. The client was recently acquired 
and is in the process of consolidating and integrating its resources. HGS is on standby to assist 
in the transition in any way required.

Outcomes
The client’s original goals were to find cost savings, improve efficiency, leverage labor arbitrage 
and ensure business continuity. HGS has established trust and confidence through consistent 
client goal achievement.

HGS’s process optimization projects have yielded millions in cost savings. For example, the 
HGS team recently reviewed the codes on physicians’ bills more carefully. Codes on 95,000 
invoices were analyzed to ensure the services furnished met the definition of the code and 
truly reflected the work that was performed. The reviews resulted in savings of $41/bill 
(average) and $4 million (total) in nine months! 

Automation has become a big area of focus. For example, using optical character recognition 
to increase accuracy, making application enhancements to do time-based code reviews, 
and using auto-adjudication techniques to avoid human intervention is saving hundreds of 
thousands of dollars yearly. 

Rotating, themed focus areas and employee insights are having a measurable impact. HGS 
chooses a theme every quarter (e.g., “Simplify, Automate, and Eliminate”), and employees 
are challenged to come up with ideas to present to the client for consideration. The best two 
or three opportunities are discussed and examined, and HGS recognizes those employees 
through the rewards and recognition program. To date, the HGS India team has found up to 
$16,000 in savings per initiative (sometimes $40,000 per quarter!). 

Accuracy and quality targets are high, but achievable. In the Philippines, for example, HGS 
is exceeding 97% and 98% accuracy targets by achieving well over 99% in the telephonic case 
management, provider panel and provider data management areas. In India, for example, 
HGS is exceeding quality targets of 99% (HGS receives 99.8% and 99.9% on average) for the 
financial and payment service level agreements in the code review line of business. HGS uses 
the client’s relationships with other vendors as inspiration for performance excellence. 

The greatest achievement, however, for HGS agents is reducing the number of injuries 
and improving workers’ recoveries by supporting providers in delivering care, promoting 
prevention and processing claims more accurately. HGS agents stay actively engaged because 
they assist workers in need by helping them file a claim, ensuring they get treatment and 
clarifying the steps in the process. HGS takes pride in contributing to the claim lifecycle and 
connecting data sets to identify efficiencies that improve the healthcare system overall.

About HGS
HGS is a leader in optimizing the customer experience and helping our clients to become more 
competitive. HGS provides a full suite of business process management (BPM) services from 
consumer interaction solutions to platform based back office services and digital enablement 
solutions. By applying analytics and interaction expertise to deliver innovation and thought 
leadership, HGS increases revenue, improves operating efficiency and helps retain valuable 
customers. HGS expertise spans the telecommunications and media, healthcare, insurance, 
banking, consumer electronics and technology, retail, consumer packaged goods industries, as 
well as the public sector. HGS operates on a global landscape with around 40,000 employees 
in 65 worldwide locations delivering localized solutions. HGS, part of the multi-billion dollar 
Hinduja Group, has over four decades of experience working with some of the world’s most 
recognized brands. © 2015 HGS
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