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Executive Summary
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Introduction to the 2017 HfS Blueprint Report: 
Insurance As-a-Service
n The Insurance As-a-Service Blueprint is a periodically refreshed analysis of the business process

services and outsourcing market for the insurance industry vertical. The 2017 Blueprint builds on
the previous years’ reports that can be found on http://www.hfsresearch.com. Once again, we
analyze in detail the market and service provider adoption of the Eight Ideals of the As-a-Service
Economy for redefining the value of sourcing engagements.

n The	scope	for	this	study	includes	the	segments	of	life	and	annuities	(L&A),	property	and	casualty	
(P&C),	reinsurance	and	brokers,	and	other	intermediaries.	Healthcare	is	excluded.

n In	the	market,	we	see	the	emphasis	shifting	to	favor	service	providers	with	more	innovative	
capabilities,	such	as	the	use	of	digital	technologies	including	automation,	analytics,	mobility,	and	
cloud,	within	core	insurance	operations.	Moreover,	the	quality	and	availability	of	talent	that	service	
providers	are	developing	to	help	their	clients	transform	their	processes	and	operations	and	achieve	
real	value	beyond	cost	has	become	a	major	differentiator.	Anything	“digital,”	however,	must	still	be	
linked	back	to	real	business	outcomes,	such	as	improving	NPS	scores,	driving	out	cost,	increasing	
efficiency,	and	producing	quality	results.	

n This	Insurance	As-a-Service	Blueprint	covers	market	trends	and	direction,	as	well	as	analysis	of	
participating	service	providers	and	recommendations	for	partnering	As-a-Service.	We	also	include	a	
grid,	mapping	the	Innovation	and	Execution	capabilities	of	the	service	providers	in	this	market.	
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Regulation, Market Cycles, and Technological Advancements Are 
Driving Complexity and Change for Insurance Leaders Today…

Regulation
and	Reform

Tech-Driven	
Market	
Pressures

Traditional	
Carriers	and	

New	
Entities

n Expectations	for:	

• Omnichannel interactions	and	
transactions,	self-service

• Instant	and	straight-through	
transactions

• Personalized	products	and	
services

n Rise	of	digital	front	ends,	aggregators,	
and	assistants

n Potential	disruption	due	to	insurtech
viz.	blockchain,	autonomous	vehicles,	
drones

n Growing	regulatory	scrutiny	and	
compliance	requirements

n Structural	market	changes	and	
implications	due	to	reform

n Uncertain	political	environment	
around	key	client	markets

n Ambiguity	on	regulation	around	
fintech	disruptors,	cybersecurity

n Rise	in	catastrophic	events	

n Low	investment	returns

n Price	competition resulting	in	
lower	underwriting	profit

n Risk	market	evolving	with	more	
complex	profiles

Industry	
Cycles
and	

Dynamics
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…Forcing Carriers to Rethink Traditional Operating Models 
to Deliver on Multiple Business Outcomes

Managing	
regulatory

pressure	and	risk	
management	

Reducing	
operational	
cost-expense	
ratios,	total	

cost	
to	serve	

Improving	
customer	and	

member	retention	
and	creating	a	
marketing	
focus	

Growing	new	
business	in	

global	markets

Driving	
operational	
efficiency	and	
flexibility	with	
automation,	

SaaS

Integrating	
disparate	

operations	and	
technology	

assets	from	M&A

“The industry as a whole is not a
growing marketplace (1% to 2%
annual growth). Unless we grab
share from another carrier, then
our prospect for growth of new
business is very limited.

Meaning, as expenses increase
(faster than revenue), our
bottom line shrinks. This, coupled
with low investment yields,
results in lower profits – this is
the challenge …”

– Head of Service Operations,
Large U.S. Multi-line Carrier
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Key Highlights: Insurance As-a-Service 2017
n Market Forces Have Permanently Shaken up the Status Quo for Insurance BPO: Insurance carriers

across P&C and L&A as well as reinsurers are facing one of the toughest years yet in terms of market
pressure. All roads are leading them toward rapid technology modernization, coupled with operational
transformation to adapt to new industry needs and standards. HfS sees a marked impact of these
factors on the traditional outsourcing engagements in insurance like never before. There is a
turnaround from both carriers and their service providers to focus on how their engagements impact
overall business outcomes – profitability and in some cases, survival. While a sizeable subset of the
industry is still clinging on to the old yardsticks of SLA-focused governance, in 2017 we see more
movement of services buyers further down the categories from legacy buyers into progressive and As-
a-Service focused buyers.

• Legacy buyers looking for a third party to “lift and shift” their current operations and run them at a
lower cost over a long contract, usually with minimal process transformation. This is typically the
case when a company needs to quickly stabilize an operation or is not ready for transformation –
still the case for the majority of closed-block outsourcing.

• Progressive buyers realizing labor arbitrage benefits are finite and broader engagement value
depends on a partner with higher quality process expertise, compliance, transparency in
operations, an appetite to move to consumption-based pricing, using a combination of talent and
technology that keep pace with client needs on a sustained basis. The growing majority of services
buyers are at this stage.

• As-a-Service buyers interested in working with a strategic partner to define and execute against
achievable business outcomes as part of a broad transformation and change management effort
within their own organization, tapping into talent and technology, both internally and externally.
These are the future-oriented buyers but are in the minority today.
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Key Highlights: Insurance As-a-Service 2017 (continued)
n The Insurance As-a-Service Proposition Is Gradually Evolving: We see progress along multiple

dimensions of the Eight Ideals of As-a-Service. Most notably, insurance services buyers and providers
have significantly progressed on Design Thinking, Brokers of Capability, and Intelligent Automation.
While focusing on business outcomes is a big theme that resonates with the industry, the ways in which
they are starting to be delivered are varied:

• Some buyers are (re)negotiating traditional deals on the back of RPA-led headcount
rationalization, making this the biggest change in the relationship dynamic between provider and
buyer overall.

• Others are exploring new solutions that combine people, process, and technology into platform-
based services for discrete functions such as claims repair and restoration, medical bill reviews,
etc.

• Others still (in L&A) are entering into traditional BPaaS engagements for end-to-end core
operational support, and a small subset of these are opting for true SaaS, cloud-based delivery.

• Automation initiatives, led by robotic process automation and some level of machine learning and
predictive analytics, are driving new ways to create straight-through processing for a number of
service areas.

• Technology-enabled service delivery is in general becoming the norm, and while not all
engagements are going to be delivered As-a-Service, the Eight Ideals are instrumental in
progressing the nature of sourcing in insurance.
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Key Highlights: Insurance As-a-Service 2017 (continued)
n RPA Is Becoming Pervasive: Almost all carrier clients in our research are either already exploring ways

to start down the Intelligent Automation path, or are already piloting and implementing automation
projects. Robotic process automation is at the forefront of tools being implemented as of today, with
examples across service areas such as claims processing and settlement, new business, and non-
customer facing policy serving. Several service providers have set up service offerings around RPA
including advisory, implementation, and maintenance services. Apart from these standalone offerings,
carriers are demanding RPA be embedded into existing operations, as well as being a major component
of any new RFPs.

n Smart Analytics Is Growing but Still Siloed in Impact:We see examples of some buyers that have been
able to get value from embedded analytics in insurance operations, such as marketing and customer
acquisition analytics that feeds into new business activities, and first notice of loss (FNOL) analytics to
better segment claims handling. However, these still form the minority of engagements, and most
buyers reference siloed analytics projects, challenges in accessing data, reports and analysis, and in
some cases, an unwillingness to work with service providers on analytics. HfS expects this to change in
the next two years, on the back of the enthusiasm from both buyers and providers to use unstructured
data, machine learning, and predictive analytics to create smarter processes, such as drone image
analytics, cognitive document ingestion, etc.

n Early Work in AI: Few insurance clients have explored AI in conjunction with their operations service
providers. The majority of work today is in smart analytics discussed above, with making better use of
data across the organization and bringing in machine learning. A few service providers are looking at
virtual agents and autonomics as the next step forward for the industry, either to provide customer
service, agent interactions or internal helpdesk capabilities, with offerings expected in the next year.
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n HfS Winners Circle includes service providers that are
continuing to make the biggest investments in increasing
value over time for insurance clients. They have the
strongest vision for As-a-Service delivery in their chosen
insurance segments and are successfully collaborating
with clients to explore new operating models and
technologies to execute on their services vision. They
have highly scaled insurance practices, and are leading
the discussions on intelligent automation technologies,
platform-based services, and driving business outcomes
for insurance and reinsurance:

• Cognizant, Concentrix, EXL, Genpact, TCS, WNS

n The High Performers have good execution capabilities
and are making strategic investments to grow their
insurance footprint across the services value chain.
Several of them have industry-leading vision and need to
focus on consistent As-a-Service execution among their
client base:

• Capita, DXC Technology, HCL, Hexaware, Infosys,
NTT DATA, SE2, Sutherland

n The High Potentials are niche challengers that present
good innovation potential in terms of technology
roadmaps and talent expansion plans, but lack the scale
and As-a-Service execution experience as of today:

• Capgemini, NIIT

As-a-Service	Economy

The use	of	operating	models enables
technologies	and	talent	to	drive	business	
outcomes	through	outsourcing.	The	focus	
is	on	what	matters	to	the	end	consumer.	

HfS	uses	the	word	“economy”	to	describe	
the	next	phase	of	outsourcing	as	a	new	
way	of	engaging	and	managing	resources	
to	deliver	services.	

The	8	Ideals	of	the	As-a-Service	Economy:	

1. Write Off	Legacy
2. Design	Thinking
3. Collaborative	Engagement
4. Brokers	of	Capability
5. Intelligent	Automation
6. Accessible	and	Actionable	Data
7. Holistic Security
8. Plug-and-Play	Digital	Services

Source:	Beware	of	the	Smoke:	Your	Platform	Is	Burning
by	HfS	Research,	2015

State of the Insurance Operations Market



Journey to As-a-Service in 
Insurance
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TOOLS/INFRASTRUCTURE GOVERNANCE

Welcome to the As-a-Service Economy
HfS	uses	the	word	“economy”	to	emphasize	that	the	emerging	next	phase	of	outsourcing	is	a	more	
flexible,	outcome-focused	way	of	engaging	and	managing	resources	to	deliver	services.	Operating	
in	the	As-a-Service	Economy	means	architecting	use	of	increasingly	mature	operating	models,	
which	enables	technologies	and	talent	to	drive	targeted	business	outcomes.	The	focus	is	on	value	
to	the	consumer.	

I.	THE	OPTIMUM	
OPERATING	MODEL

Outsourcing	|	Shared	Services	
GBS	|	BPaaS/SaaS/IaaS	|	
Crowdsourcing

II.	EMPOWERING	TALENT	
TO	MAKE	IT	ALL	

POSSIBLE
Capabilities	over	Skills	|

Defining	Outcomes	|	
Creativity	|	Data	Science

IV.	TECHNOLOGY	
TO	AUGMENT	
KNOWLEDGE	LABOR

Digitization	and	Robotic	
Automation	|	Analytics	|	Mobility	
|	Social	Media	|	Cognitive	
Computing

III.	A	BURNING
PLATFORM	FOR	CHANGE

Globalization	of	Labor	|
High-growth	Emerging	Markets	|	

Disruptive	Business	Models	|	
Consumerization

AS-A-SERVICE
ECONOMY

Agility	|	Collaboration
One-to-Many	|	
Outcome	Focus

Plug-and-Play	Services
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Fixed	Assets																																																																																							Leveraged	Assets

2
Design	
Thinking

3
Brokers	of	
Capability

1
Write	Off	
Legacy

4
Collaborative	
Engagement

7
Holistic	
Security

5
Intelligent	
Automation

6
Accessible	and	
Actionable	

Data

8
Plug-and-
Play	Digital	
Services

SOLUTION
Ideals

LEGACY

ECONOMY

AS-A-SERVICE

ECONOMYCHANGE	MANAGEMENT
Ideals

§ Moving	into	the	As-a-Service	Economy	means	changing	the	nature	and	focus	of	engagement	among	
enterprise	buyers,	service	providers,	and	advisors.

§ “As-a-Service”	unleashes	people	talent	to	drive	new	value	through	smarter	combinations	of	talent	and	
technology	focused	on	business	results	beyond	cost	reduction.

Journey to the As-a-Service Economy
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Eight Ideals of the As-a-Service Economy

Legacy	Outsourcing As-a-Service	Economy

Legacy	technology	investments which	limit	agility	and	
create masses	of	exceptions	addressed	through	

adding	internal	and	external	FTEs
Write	Off Legacy

Adopting	a	mindset	to	overhaul	obsolete	processes.	
Using	platform-based	solutions,	DevOps,	and	API	
ecosystems	for	more	agile,	less	exception-oriented	
systems	and	processes

Resolving problems	by	looking	first	at	the	process	as	
the	source	of	the	solution Design Thinking Understanding	the	business	context	to	reimagine	

processes	aligned	with	meeting	client	needs

Focusing	governance	staff	on	managing to	the	letter	
of	the	contract	and	the	decimal	points	of	service	

levels
Brokers of	Capability

Orienting	governance to	source	expertise	from	all	
available	sources,	both	internally	and	externally,	to	
address	capability	gaps

Evaluating relationships	on	baselines of	cost,	effort,	
and	labor Collaborative Engagement Ensuring relationships	are	contracted	to	drive	

sustained	expertise	and	defined	outcomes

Operating	fragmented processes	across	multiple	
technologies	with	significant	manual	interventions Intelligent Automation Using automation	and	cognitive	computing	to	

augment	human	performance

Performing ad-hoc	analysis	on	unstructured	data with	
little	integration	or	business	context Actionable and	Accessible	Data

Making	data	available	and	applying	analytics	models,	
techniques	and	insights	to	drive	insights	and	action	
plans

Responding	with post-event fixes.	Little	focus	on	end-
to-end	process	value	chains. Holistic Security Proactively	managing	data	across	service	chain	of	

people,	systems,	and	processes

Undertaking	complex,	painful	technology	transitions	
to	reach	steady	state

Plug-and-Play	Digital Business	
Services

Plugging	in	“ready	to	go”	business-outcome	focused,
people,	process,	and	technology	solutions	with	
security	measures	

For	more	about	the	As-a-Service	Economy:	Beware	of	the	Smoke:	Your	Platform	Is	Burning by	HfS	Research,	2015

Using	talent	and	technology	to	operate	in	a	more	agile	way.
Ideal
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How As-a-Service Is Taking Shape in Insurance: Writing 
Off Legacy 

Legacy	technology	investments that	limit	
agility	and	create exceptions	addressed	by	

adding	internal	and	external	FTEs

Using	platform-based	solutions,	
DevOps,	and	API	ecosystems	for	more	
agile,	less-exception-oriented	systems

§ Insurance carriers have been on the path of legacy modernization for a few years now. Our recent study reveals
that most (86%) carriers are either planning or already executing core policy administration system
transformation, of which just over a third (36%) have bought a new PAS and are at various stages of
implementation. Only 4% of these respondents are across the finish line. For carriers that still need to maintain
legacy systems, the medium-term solution is in exploring and using platform-based services that integrate with
their systems of record, but are able to bring more agility and better user interfaces and experiences on the
front end. While these technology transformations are going on, it is important to stress that writing off legacy
refers not only to technology platforms but also existing product and service concepts and the operational
practices and processes behind them. For this reason, we believe that insurance is still in the “Expansive” phase
of writing off legacy. Service providers are exploring ways to create more efficiencies by “bypassing” legacy and
prioritizing straight-through processing with technology accelerators in areas where legacy applications need to
be maintained.

Examples:
§ Genpact has consolidated its automation capabilities into a single platform, Genpact Cora, which leverages an

open architecture framework for mature APIs that work with multiple partners.
§ Jason Lichtenthal, CIO at Pure Insurance commented on the benefits of writing off legacy with their new PAS,

“Speed to market is without question our biggest priority. When I look at where we are, working across
different LoBs...we can get into a new line of business in two months and quickly start wrapping up multiple
states across the company. I don’t know how we could have gone live with any other PAS at this pace.”
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How As-a-Service Is Taking Shape in Insurance: Design 
Thinking

Resolving	problems	by	looking	first	at	the	
process	as	the	source	of	the	solution

Understanding	the	business	context	to	
reimagine	processes	aligned	with	
meeting	client	needs

§ HfS believes that Design Thinking, when applied effectively, provides a continuous method to discover, define,
rethink, and address business problems. It offers service providers and buyers a new way to engage as partners
to define and achieve common goals and outcomes, tapping into the resources of both parties and beyond.

§ The concept of Design Thinking is coming out of the formative stages and becoming “Expansive” for insurance,
and we are starting to see multiple examples of service providers using the methodology. Forward-thinking
carriers are equally interested in looking at their processes in a new way to find additional ways to improve
customer experiences. Having said that, we do observe a large segment of services buyers and providers that
are primarily cost-focused being hesitant in exploring Design Thinking. These “soft” aspects of service delivery
can help stagnating engagements, as well as help operational redesign where cost reduction is a major goal. By
reducing customer effort, inter/intra-departmental handoffs, creating more self-service, etc., carriers can realize
significant efficiencies and improve service experiences. We expect leading industry examples to demonstrate
this potential in the next few years and further drive the adoption of Design Thinking in insurance operations.

Examples:
§ Sutherland’s innovation lab has been instrumental in running Design Thinking sessions for carriers to rethink

various aspects of operational delivery and customer experience. A client that is expanding in the direct-to-
consumer market uses Sutherland’s design capabilities to experiment and greatly values their lab experience.

§ A Fortune 500 diversified financial services major uses TCS across their organization to drive more Design
Thinking. Across technology and operations, the service provider is described as “being at the forefront of
working with our internal resources on it… whether web or app design, customer care for our membership, self-
service and automation, workforce tools for agents.”
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How As-a-Service Is Taking Shape in Insurance: Brokers of Capability

Focusing	governance	and	operations	staff	
on	managing	to	the	letter	of	the	contract	
and	the	decimal	points	of	service	levels

Orienting	governance	to	source	expertise	
from	all	available	sources,	both	internally	
and	externally,	to	address	capability	gaps

§ Being a broker of capability is about articulating a business problem or opportunity, the desired outcomes, and
then coordinating and facilitating across internal and external entities to reach those results.

§ Insurance is entering an “Expansive” phase of services buyers and providers becoming brokers of capability. On
the one hand, we heard multiple carriers talk about their service providers with a broader goal in mind, and
going far beyond SLA management and into a more holistic sourcing of capabilities. Service providers,
meanwhile, have a critical role to play as brokers of capability in the age of “insurtech”. We see examples of
providers partnering with insurtechs and other technology, services, and consulting players to plug capability
gaps and bring more integrated solutions to insurance clients. As one provider noted, “We cannot do everything
ourselves, especially when you look at the pace of change with insurance tech startups…we have to provide
access.” Another way in which service providers are thinking of becoming capability brokers is going beyond
traditional BPO to look across the services value chain and make acquisitions that enable them to provide more
end-to-end services. In areas such as underwriting and claims, we are seeing peripheral capabilities such as
damage inspections, and adjudication support offered by service providers, instead of the old “decoupling” of
offshoreable tasks.

Examples:
§ A client mentioned, “We wouldn’t have renewed if their SLAs weren’t consistently in line. They provide value

over the course of the engagement…we are looking at sourcing to compliment our global in-house centers even
though it is difficult to justify working with third-party providers sometimes.”

§ Oracle is Cognizant’s platform partner for BPaaS, and pointed out, “What Cognizant is doing with our platform is
a little unique, because they are offering SaaS and each time bundling different software/services tailored to
client needs…they are a collaborative partner to us and to clients.”
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How As-a-Service Is Taking Shape in Insurance: 
Collaborative Engagement

§ At the core of the As-a-Service Economy—linking the solution ideals to the change management ideals that
make a solution effective over the long term—is collaborative engagement. Service providers and buyers that
foster a partnership culture over time have the best chance of driving sustained value by contracting for
outcomes. Instead of a rigid and directive, arm’s-length, SLA-focused environment, both parties are viewed as
equals, with two-way feedback, collaboration, and accountability for success and innovation in the engagement.

§ The majority of insurance operations engagements are contracted on FTE-based or time and materials pricing,
followed by transaction-pricing for BPaaS (largely in closed block). We still view the industry to be exploring
within the “Expansive” phase of collaborative engagements, similar to 2015. Services buyers are increasingly
viewing their most strategic service providers as collaborative “partners” that can help them solve for existing
and emerging business challenges and opportunities. A big example of this is carriers selecting providers to run
entire operations when entering new markets and product types. Similarly, providers are starting to envision
new types of business outcome-focused solutions as more technology enablement comes into play.

Examples:
§ A client brought up the dichotomy of the relationship between the business and procurement, “We absolutely

look at [provider] as a partner, not a vendor. Having that relationship has allowed us to do a lot more. Still, that
is not to say when our renewal comes up, my sourcing team isn’t pressing them for additional savings!”

§ WNS drives collaborative engagement top-down, with its leadership team being consistently rated as key
contributors toward its partnership-driven culture. WNS leaders are engaged in sharing their vision with clients,
and exploring opportunities to deliver more value.

Evaluating	relationships	on	baselines	of	
cost,	effort,	and	labor

Ensuring	relationships	are	contracted	to	
drive	sustained	expertise	and	outcomes
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How As-a-Service Is Taking Shape in Insurance: Intelligent 
Automation

Operating	fragmented	processes	across	
multiple	technologies	with	significant	

manual	interventions

Using	automation	and	cognitive	
computing	to	blend	analytics,	talent,	and	
technology

§ Insurance clients are are among the biggest users of what we call intelligent automation technologies—using
software and technology such as RPA and RDA to do routine tasks, enhancing it through machine learning and
natural language processing, and moving up the curve with artificial intelligence. Building on the progress made
over the last few years, we see the industry as driving “Expansive” deployments of automation technologies
today. Our recent research suggests that 58% of insurance carriers already have an RPA center of excellence.
RPA has come to the forefront of the industry discussion around intelligent automation in the last two years and
we expect that most CoEs have been set up in this timeframe with the exception of some pioneers.

§ Service providers to insurance carriers have definitely had a role to play thus far, and most have established
automation practices of their own internally. In the last year in particular, carriers have started leveraging these
provider CoEs to gain consultative input, start RPA pilots on both outsourced and internally retained processes,
and use the providers' experience to setup CoEs in "BoT" models. However, only a few providers have moved
beyond the "piecemeal approach" to be able to work across different RPA toolsets and industry-specific use
cases, and talent remains a critical challenge.

§ We are starting to see early examples of the use of AI techniques in insurance operations. Experiments with AI
that are already underway and into the next year will go a long way in demonstrating the business value for
insurance carriers that are traditionally risk-averse.

Examples:
§ Cognizant is setting up an onshore personal lines contact center in the US for policy servicing calls for billing

inquiry, policy changes, proof of insurance etc. with a considerable RPA component for one of clients. RPA is
being embedded natively as Cognizant sets up the center.
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How As-a-Service Is Taking Shape in Insurance: Intelligent 
Automation (continued)

Operating	fragmented	processes	across	
multiple	technologies	with	significant	

manual	interventions

Using	automation	and	cognitive	
computing	to	blend	analytics,	talent,	and	
technology

Examples:
§ Genpact has multiple automation-based solutions that are focused on specific process challenges. For

example, its front desk automation solution is used by several clients for better data orchestration for
underwriting. It looks at every piece of information on an underwriter’s deck and triages between them,
picking up unstructured and structured data and auto-populating some key data elements to make decisions
on handling documents.

§ A reinsurance client candidly shared their experience on RPA, “We are piloting RPA now with our provider…
that will make tremendous value in efficiency. They can do this because they understand our process so much
better now and have domain knowledge. Earlier it was more of the black belt, 6S stuff, which was not helpful
without process context. We now talk mostly about robotics and transforming a process by looking at taking
that data and moving it through the organization... They do understand they’ll trade their FTE revenues with
some software licensing revenue, and we'll probably do some gainsharing to keep their interest on how to truly
transform business process using this technology.”
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How As-a-Service Is Taking Shape in Insurance: Accessible and 
Actionable Data 

Performing	ad hoc	analysis	of	
unstructured	data	with	little	integration	or	

business	context

Applying	analytics	models,	techniques,	
and	insights	from	big	data in real time

§ The most effective analytics—analysis of data for insight that then leads to planning and action—starts with
aggregated, cleansed, and standardized processes and data.

§ Data stands to fundamentally disrupt the insurance industry. Fortune 500 carriers and insurtechs alike are
exploring ways to make better use of unstructured and structured data to create new sources of competitive
advantage. We see examples of recent work including using machine learning and advanced analytics to
improve fraud algorithms, risk scoring, real-time analysis, better agent recruiting and customer acquisition, and
ultimately, new product creation and business model development. While the pioneers are mining and
processing different types of data to find new insights, we still see these efforts as somewhat limited when it
comes to overall operational delivery and performance. Siloed analytics projects such as the ones described
above are plenty, and service providers have expanded into these areas rapidly. However, the majority of
carriers and providers are yet to truly embed analytical insights into BPO engagements in a meaningful way.
Insurance operations is continuing “Expansive” adoption of accessible and actionable data.

Examples:
§ Concentrix has explored using machine learning using IBM Watson and other tools to help carrier clients

evaluate which policies to sell to get maximum penetration and renewal among members.
§ EXL has a sales operations center where it has applied analytics to predict why customers are calling, the

likelihood of them calling again, and their subsequent reasons for doing so. By embedding these insights into
the operations process, its agents can decide on the level of information to share during the call, and
proactively push communications (e.g., click to send a text or reminder) to preempt future calls.
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How As-a-Service Is Taking Shape in Insurance: 
Holistic Security

Responding	reactively	with	post-event	
fixes; little focus	on	end-to-end	process	

value	chains

Proactively	managing	digital	data	across	a	
service	chain	of	people,	systems, and
processes

§ Holistic Security is the proactive management of digital data across internal and external people, processes, and
technology. Often, the focus is on the systems, but in business process services and in sourcing engagements,
people and processes become a significant factor in managing and securing data.

§ The insurance market continues to be heavily regulated, with cyber security becoming a major aspect of
regulatory oversight. State insurance regulators are working on privacy protections and data security safeguards
for sensitive consumer data, which for insurance can include financial and health records. As an example, the
NAIC updated its cybersecurity examination protocols recently, and is developing an Insurance Data Security
Model Law that establishes standards for data security, investigation, and data breach notifications. With this
context, it is easy to see how insurance carriers are definitely moving to “Initial” explorations of holistic security
measures. With increased regulatory and compliance audits on data security, carriers seek help from service
providers that are increasingly managing more data on their behalf. Leading providers need to go beyond the
traditional permissioned access and risk and compliance mechanisms of outsourcing service delivery and invest
in industry best practices around managing digital data in insurance. This will become crucial for those providers
eyeing true cloud-based delivery of services over time.

Examples:
§ The director of a leading P&C carrier states, “Our provider should be our boots on streets and eyes and ears on

security and regulatory compliance. They need to form a council that can tell us what’s happening, what they
recommend, and come up with cost-share approaches to common problems they see across insurance clients.
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How As-a-Service Is Taking Shape in Insurance: 
Plug-and-Play Business Services 

Undertaking	complex	and	often	painful	
technology	transitions	to	reach	a	steady	

state

Plugging	into	ready-to-go business	
outcome-focused	people,	process, and
technology	with	security	measures	

§ The concept of delivering plug-and-play business services is still evolving in insurance, placing it at an “Initial”
stage in the journey to As-a-Service. An As-a-Service solution includes a single contract for people, process, and
technology for an end-to-end process, contracted to deliver outcomes.

§ While the banking and financial services markets are standing up initial models for industry utilities that can
cost-share non-core activities, we do not see a similar move by insurance carriers. Service providers and TPAs
are largely continuing in their traditional roles, with most BPaaS engagements still in L&A closed-block
operations. However, we are starting to see different engagement models focused on outcomes from some of
the leading providers and high potential providers. We believe these to be the next phase of plug-and-play
business services for insurance. The advent of automation technologies and need to rationalize multiple legacy
platforms is forcing both providers and clients to rethink the value proposition of outsourcing, and as a result, a
few providers are moving toward comprehensive and point solutions that are more plug-and-play than before.

Examples:
§ Genpact has integrated multiple acquired assets to offer platform based services on a transaction based, license

+ subscription or usage fee model for services including digital inspection as-a-service, adjudication as-a-
service, claims repair and restoration as-a-service, contents management as-a-service, and underwriting
decision optimization as-a-service.

§ Hexaware’s Digital Managed Services for insurance allows it to take on operations and then progressively
automate the processes, with committed automation benefits to clients from day one.



Contract Data Analysis
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Large Enterprises Continue to Be Biggest Customer Base, 
but Mid-Market Is Opening Up

Client	Organizations’	Revenue	as	%	of	Deals	

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts

$20	B+
31%

$10	B	to		
$20	B
10%

$5	B+
15%

$2.5	B	to	
$5	B
17%

$1	B	to	
$2.5	B
12%

<	$1	B
10%

NA

5% 

Enterprise Categories Range	of	Revenue
Large	Enterprises Revenue	above US	$5	billion
Mid-market	Enterprises Revenue	from US	$500	million	to	US	$5	billion
Small	Enterprises Revenue	below US	$500	million

Behind	the	Numbers

• Large	enterprises	with	revenue	above	US	$5	
billion	(56%)	are	still	the	biggest	user	base	
of	outsourcing in	insurance.

• Among	them,	clients	with	revenues	of	$20	
billion	and	above	outsourced	more	deals	
(31%)	compared	to	other	revenue	
segments.

• However,	mid-market	buyers	are	also	
increasing	their	appetite	for	outsourcing.
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9% 

22% 

32% 

11% 

18% 

9% 

<2	Years 2	- 3	Years 4	- 5	Years 6	- 8	Years 9	- 12	Years >13	Years

Deals Are Getting Shorter, Reflecting the Pace of 
Change of Sourcing Engagements

Length	of	Insurance	Services	Contracts

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts
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40% 

17% 

29% 

7% 

23% 

53% 

67% 

59% 

93% 

62% 

56% 

2% 

7% 

11% 

12% 

15% 

44% 

3% 

< $1M

$1-10M

$11-25M

$26-50M

$51-100M

$101-500M

P&C L&A Reinsurance Multi-line Others

Large	Deals	Still	Driven	By	L&A	Clients

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts

Total	contract	value	(TCV)	split	by	client	segment
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India

54% 

North	America
35%

Other	APAC
4%

Latin	America
3%

Continental	Europe
2%

UK		

2% 

Engagement Delivery Location

Behind	the	Numbers

• India	continues	to	be	a	delivery	hub	for	
insurance	outsourcing	services,	followed	by	
North	America.

• Although	India	is	the	preferred	delivery	hub,	
only	23%	of	engagements	are	based	on	100%	
delivery	of	work	from	India.

• 18%	of	the	engagements	are	based	on	100%	
delivery	of	work	in	North	America.

• Remaining	59%	of	the	engagements	have	a	right-
shore	delivery	model	with	higher	propensity	of	
sending	work	offshore.

Percentage	of	Engagement	Delivery	Location

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts



©	2017	HfS	Research	Ltd.	Excerpt	for	Genpact Proprietary	│Page	28

Transactional
39%

FTE	(full-time	
equivalents)

27%

T&M	(time	
and	material-

based)
16%

Fixed	fee
9%

Subscription	based	
(e.g.,	cost	per	user)	
or	analytics	As-a-

Service…

Gain-sharing	
or	outcome-

based
4%

Behind the	Numbers

• Significant	adoption	of	transaction-based	
services	due	to	L&A	BPaaS	per-policy	
pricing	– 80%	of	transaction	based	pricing	
is	from	L&A	clients

• Non-BPaaS	buyers	still	have	FTE-based	and	
T&M	pricing,	but	automation	is	changing	
the	value	sought	from	providers,	leading	to	
radically	different	renewal	and	
renegotiation	cycles.

Current Pricing Models Deployed in Insurance Services

Percentage	Insurance	Services	Contracts	Pricing	Construct	

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts
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75% Of Contracts Are Multi-Process in Nature with 
Adoption Across the Value Chain

Actuarial	and	NPD

Claims	administration

Distribution	channel	management

New	Business49% 
28% 
29% 

38% 
15% 

10% 
7% 

27% 
19% 

24% 
16% 

11% 
59% 

51% 
40% 

52% 
28% 

34% 
62% 

59% 
44% 

59% 
13% 

22% 
15% 

21% 
7% 

3% 
4% 

51% 

Data	management
Channel	support

Quotes
Premium	calculations

Sales	and	quotes	acceptance	and	conversion
Customer	retention,	cross	and	upsell

Customer,	marketing,	sales	analytics	(hit	ratio,	retention)
Agency	administration

Agency	renewal
Commission	billing

Agency	billing
Broker	collections

Front-end	processing	- application	data	entry,	mailroom	scanning,	document	…
Core	claims	processing	functions	- claims	notice,	adjudication,	pricing
Payment	analysis	- claims	overpayment	and	recovery,	fraud	and	abuse

Billing	- payment	processing,	collections,	declines	and	cancellations
Claims	analytics

Closed	book	policy	serving
Policy	set-up	and	maintenance	- policy	inquiry,	set-up,	change,	issuance,	…

Premium	processing	and	administration
Premium	audits

Billing	- payment	processing,	collections,	declines	and	cancellations
New	product	development

Underwriting	support
Risk	management

Actuarial	statutory	reporting
Reinsurance

Product	development	analytics
Underwriting	and	pricing	analytics

Regulatory	reporting	or	compliance	tasks

Policy	serving

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts
Regulatory	and	compliance	support
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Yes
71%

No

27% 

Still	evaluating
2%

Majority of Carriers Are Exploring RPA Tools, With No 
Single Automation Vendor Currently Winning Out

Is	RPA	included	in	the	contract?

Proprietary	to	
provider
59%

Automation	
Anywhere

22%

UiPath
11%

Blue	Prism
5%

Workfusion
1%

PNMSoft
1% OpenSpan

1%

Source:	HfS	Research	2017,	N	=	314		live	insurance	outsourcing	contracts
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Research Methodology
Data	Summary
n Data	was	collected	in	Q2-Q3	2017,	covering	

buyers,	service	providers,	and	advisors	and	
influencers	of	insurance	operations.

Service	Providers	Covered*

This	Report	Is Based	On:

n Tales	from	the	Trenches:	Interviews	with	
buyers	who	have	evaluated	service	
providers	and	experienced	their	services.	
Some	contacts	were	provided	by	service	
providers,	and	others	were	interviews	
conducted	with	HfS	Executive	Council	
members	and	participants	in	our	
extensive	market	research.

n Sell-Side	Executive	Briefings:	Structured	
discussions	with	service	providers	
regarding	their	vision,	strategy,	capability,	
and	examples	of	innovation	and	
execution.	

n Publicly	Available	Information:	Thought	
leadership,	investor	analyst	materials,	
website	information,	presentations	given	
by	senior	executives,	industry	events,	etc.

*Note:	Capita,	Conduent &	DXC	Technology	did	not	participate	in	this	Blueprint	and	have	been	
represented	throughout	the	document	based	on	best	available	information



©	2017	HfS	Research	Ltd.	Excerpt	for	Genpact Proprietary	│Page	33

Insurance Operations Value Chain
BPO	and	Platform-Based	Business	Services	for	P&C	and	L&A	Carriers

New
Business

• Data	management
• Channel	support
• Quotes
• Premium	calculations
• Sales	and	quotes	
acceptance	and	
conversion

• Customer	retention,	
cross	and	upsell

• Customer,	marketing	
and	sales	analytics	(hit	
ratio,	retention)

Distribution
Channel	Management

• Agency	administration:	
provider	set	up,	
terminations,	
contracting,	license	
registrations

• Agency	renewal
• Commission	billing
• Agency	billing
• Broker	collections
• Customer	service

Claims
Administration

• Front-end	processing:	
application	data	entry,	
mailroom	scanning,	
document	imaging

• Core	claims	processing	
functions:	claims	
notice,	adjudication,	
pricing

• Payment	analysis:	
claims	overpayment	
and	recovery,	fraud	
and	abuse

• Billing:	payment	
processing,	collections,	
declines	and	
cancellations,	
subrogation

• Claims	analytics

Policy
Serving

• Closed	book	policy	
serving:	life	and	
annuities-specific

• Policy	set-up	and	
maintenance:	
verification,	set-up,	
change,	issuance,	
cancellations,	
reinstatement,	change	
in	beneficiaries

• Premium	processing	
and	administration

• Premium	audits
• Billing:	payment	
processing,	collections,	
declines	and	
cancellations,	
maturities

Actuarial	and
New	Product	
Development

• New	product	
development

• Underwriting	support
• Risk	management
• Actuarial	statutory	
reporting

• Reinsurance
• Product	development	
analytics

• Underwriting	and	
pricing	analytics

• Other	regulatory	
reporting	or	
compliance	tasks

Enabling	Technologies

Digitization	and	Robotic	Automation	• Smart	Analytics	• Mobility	• IoT •Drones	• Social	Media	• Artificial	Intelligence

Operating	Models	and	Platforms

Outsourcing	• Shared	Services	• GBS	• COEs	• BPaaS,	SaaS,	IaaS	• Design	Thinking	
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HfS Blueprint Scoring: Insurance As-a-Service

Execution 100%

Quality	of	account	management 15%
Quality of	service	delivery 15%
Progress	on	embedding automation	into	operations 10%
Point	solutions	vs.	end-to-end	enablement 10%
Experience and	depth within	insurance	segments 10%
Generating	actionable	data 10%
Ability to	attract	and	retain	key	skills 10%
Flexible	pricing	models	and	contracting 10%
Ability	to	“right-shore” 10%

Innovation 100%

Vision	for	Intelligent	Automation	in	insurance	operations 15%
Investing	in	future	talent	and technology	(staff,	skills,	tools) 15%
Helping clients	respond	to	regulatory requirements 15%
Vision	for	future insurance	As-a-Service 10%
Vision	for	accessible	and	actionable	data	and	analytics 15%
Collaborative	engagement	(consultative	sales,	problem	solving,	thought	leadership) 15%
Use	of	digital	technology:	tools, platforms 15%
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HfS Blueprint Scoring: Insurance As-a-Service
Execution How	well	does	the	service	provider	execute	on	its	contractual	agreement,	and	how	

well	does	the	provider	manage	the	client/provider	relationship? Weighting 100%

Quality	of	account	management	
How	engaged	is	the	executive	and	management	team	in	defining	and	managing	the	
delivery	of	business	services?	How	well	does	the	service	provider	take	feedback	and	
incorporate	it	into	the	solution	and	delivery?	

15%

Quality	of	service	delivery What	is	the	clients’	overall	impression	of	the	quality	of	service?	 15%

Embedding	automation Is	the	service	provider	using	automation?	Is	the	client	aware	of	it?	 10%

Point	solutions	vs.	end-to-end	enablement
Does	the	solution	provider	offer	or	deliver	solutions	at	a	point	in	the	process	or	end-to-
end?	Does	the	solution	provider	offer	or	partner	to	offer	support	across	the	whole	value	
chain?	

10%

Experience and	depth within	insurance	
segments

How	well	does	the	service	provider	tap	into	industry	(same	or	cross)	practices	and	
expertise?	Any	specific	solutions	or	services	within	different	insurance	segments? 10%

Generating	actionable	data Is	the	service	provider	generating	data	through	client	work	that	is	accessible	and	
actionable	by	the	client	or	by	itself	on	behalf	of	or	in	partnership	with	clients?	 10%

Ability	to	attract	and	retain	key	skills
Do	service	buyers	have	access	to	the	skills	and	capability	needed	to	deliver	relevant,	
continuous,	quality	work?	The	workforce	management	and	development	capability	of	
the	service	provider.	Is	the	attrition	at,	above, or	below	average	for	the	industry?

10%

Flexible	pricing	models	and	contracting
How	competitive	and	flexible	are	service	providers	in	determining	contract	pricing?	Are	
they	willing	to	make	investments	in	clients	for	long-term	growth?	What	percentage	of	
the	contracts	are	FTE,	transaction,	gain-sharing?	Anything	innovative	in	the	contracting?

10%

Ability	to	“right-shore” How	well	is	the	service	provider	able	to	meet	clients’	onshore-offshore-nearshore	
requirements	to	deliver	in-scope	services? 10%
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HfS Blueprint Scoring: Insurance As-a-Service

Innovation Innovation	is	the	combination	of	improving	services	and	business	outcomes. Weighting 100%

Intelligent	Automation	in	insurance	
operations

Is	the	service	provider	moving	up	the	maturity	curve	of	automation	using	robotic	process	
automation,	cognitive	computing,	artificial	intelligence,	etc.?	Use	cases	and	examples? 15%

Investing	in	future	talent	and	technology	
(staff,	skills,	tools)

Is	the	service	provider	investing	in	developing	talent	with	an	eye	toward	capabilities	that	
will	impact	value	in	the	future?	Is	the	service	provider	investing	in	the	use	of	digital	
technologies	in	solutions?	

15%

Helping clients	respond	to	regulatory
requirements

Is	the	service	provider	proactively	exploring	ways	to	help	insurance	clients	overcome	
regulatory	reporting	and	compliance	burdens? 10%

Vision	for	future	insurance	as-a-service Does	the	service	provider	have,	share,	and	engage	in	dialogue	regarding	the	future	of	
F&A	in	sourcing?	Is	the	vision	communicated	clearly?	 15%

Vision	for	accessible	and	actionable	data	and	
analytics

Is	the	service	provider	offering	or	providing	analytics?	What	are	the	use	cases	and	
examples?	Is it	moving	up	the	maturity	curve	of	analytics,	machine	learning	and	cognitive	
technologies?	

15%

Consultative	sales,	problem	solving,	and	
thought	leadership	

Does	the	service	provider	work	as	a	partner	in	collaboration	and	increase	the	value	of	the	
engagement	over	time?	Or	does	it	mostly	take	direction	and	deliver	based	on	KPIs?	Are	
there	outcome-based	engagements and	contracts?	

15%

Use	of	digital	to	drive	innovation

What	digital	platforms	does	the	service	provider	use	to	deliver	Insurance	As-a-Service?	
Are	they	integral	to	the	service	provider’s	offering(s)?	How	pervasive	is	the	uptake	of	
these	digital	platforms	by	clients	today?	Does	the	service	provider	offer or	deliver	BPaaS	
and	is	it	truly	SaaS-based?	How	effectively	does	the	service	provider	partner	with	third	
parties	or	integrate	acquisitions	for	impact?

15%



Blueprint Grid
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To	distinguish	service	providers	that	show	competitive	differentiation	in	a	particular	line	of	delivery	with	
progress	in	realizing	the	“As-a-Service	Economy”	of	business	outcome-oriented,	on-demand,	talent	+	
technology	services,	HfS	awards	these	providers	the	“HfS	Winners	Circle”	designation.	

Guide to the Blueprint Grid

Execution	 Innovation

HfS	Winners Circle
show	excellence	recognized	by	clients	
in	the	Eight	Ideals	in	both	execution	
and	innovation

Collaborative	relationships	with	clients,	
services	executed	with	a	combination	of	
talent	and	technology as	appropriate,	and	
flexible	arrangements.

Articulate	vision	and	a	“new	way	of	
thinking,”	have	recognizable	investments	in	
future	capabilities,	strong	client	feedback,	
and are	driving	new	insights and	models.

High	Performers
demonstrate	strong	capabilities	yet	
lack	an	innovative	vision	or
momentum	in	execution	against	the	
vision

Execute	some	of	the	following	areas	with	
excellence:	worthwhile	relationships	with	
clients,	services	executed	with	“green	
lights,”	and	flexibility	when	meeting	clients’	
needs.	

Typically, describe	a	vision	and	plans	to	
invest	in	future	capabilities	and	
partnerships	for	As-a-Service,	and	illustrate	
an ability	to	leverage	digital	technologies	
or	develop new	insights	with	clients.

High Potentials
demonstrate	vision	and	strategy	but	
have	yet	to	gain	momentum	in	
execution	of	it

Early	results	and	proof points	from	
examples	in	new	service	areas	or	
innovative	service	models,	yet	lack	scale,		
broad	impact,		and	momentum	in	the	
capability	under	review.	

Well	plotted strategy	and	thought	
leadership,	showcased	use	of	newer	
technologies	or	roadmap,	and	talent	
development	plans.	

Execution	Powerhouses
demonstrate	solid,	reliable	execution,	
but	have	yet	to	show	significant	
innovation	or	vision

Evidence of	operational	excellence;	
however	still	more	of	a	directive	
engagement	between	service	provider	and	
its	clients.

Less	evident	vision	and	investment	in	
future	oriented	capability,	such	as	skills	
development,	“intelligent	operations,”	or	
digital	technologies.
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Cognizant

EXL

Genpact

WNS

TCS

Infosys

Concentrix

NIIT HCL

Hexaware

SE2

NTT	DATA

Sutherland

Capita

Conduent

DXC	Technology

Capgemini

HfS Blueprint Grid: Insurance As-a-Service 2017

Relative	L&A	focus Relative	P&C	focus

Excerpt	for	Genpact
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Major Service Provider Dynamics: Highlights
Execution

• Flexible pricing models and contracting: It is challenging
as a provider, being able to “work with the unknown” and
offer up new ways of pricing and contracting for business
outcomes, keeping in mind the risk-averse and controlling
nature of insurance clients. We see Hexaware,
Cognizant, HCL, and Concentrix playing strongly to be
flexible partners.

• Point solutions vs. end-to-end enablement: Clients value
a provider’s ability to impact operational performance
across a service area, versus within a sub-process. This is
increasingly important as data, analytics, and robotics
start to get further embedded, with implications for
upstream and downstream tasks. EXL, Genpact, TCS, and
WNS performed extremely well in pushing the range of
processes that they can take on for insurance clients.

• Ability to attract and retain key skills: Services buyers
consistently point to industry SMEs and experienced
talent pools as one of the strongest reasons that they
work with their provider, particularly domain knowledge
around unique or specialized product types. “Keeping
attrition under control, creating a fun and supportive
work environment to keep people engaged, and giving
them new opportunities through promotions and job
rotations”, was a carrier’s expectation for talent
management beyond having domain knowledge.
Sutherland, EXL, WNS, Genpact, and Cognizant excel in
this category, but notably for their offshore/nearshore
centers only.

Innovation

• Vision for Intelligent Automation in insurance
operations: Service providers across the board are rushing
to develop and communicate their automation strategies,
but the leaders have been able to connect the dots of
tools and industry context or use cases, leading to more
pilots and implementations, and ultimately, more
experience in running automation-led operations.
Genpact, TCS, and Cognizant have taken the lead on
insurance automation.

• Collaborative engagement: These require consultative
sales frameworks that focus on problem solving, using
thought leadership and design thinking to truly
collaborate alongside a client. We see the willingness to
work in this format from several service providers, which
is a positive sign. One client recounted their team’s design
thinking session as being “so helpful…we went to the
innovation lab just a couple weeks ago, and already have a
list of ideas for the work we do with our provider today.”
As of today, Sutherland, WNS, and EXL lead the fray, while
Cognizant, Genpact, and TCS are progressing quickly.

• Use of digital technology: tools, platforms: For L&A
BPaaS, we see SE2, Concentrix, and Infosys leading the
use of digital technology, with their significant
investments in updating their industry-leading platforms.
For P&C, Cognizant and Genpact stand out, with multiple
partnerships and acquisitions to bring more technology
enablement to insurance operations.
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Genpact

Relevant	Acquisitions	and	Partnerships Key	Clients Global	Operations	Centers Proprietary	Technologies

• 2017:	Acquired	BrightClaim, National	Vendor and	OnSource for	claims	
and	underwriting	related	capabilities.	

• 2017:	Acquired	Rage	Frameworks,	a		knowledge-based	automation	and	AI	
tech		

• 2017:	Acquired	TandemSeven for	Human	Centered	Design	IP	and	
Consulting

• 2016:	Re-insurance	operations	carve-out	from	AON	Inpoint;	now	known	
as	Genpact	Reinsurance	Services.

• 2016:	Acquired	PNM	Soft	for	case	management	&	work	optimization	
solutions

• 2016:	Acquired	Endeavour	Software	technologies	for	digital	capabilities
• Partnerships	with:

- Automation	Anywhere,	Blue	Prism,	UI	Path,	Workfusion &	
OpenSpan for	RPA	solutions

- Van	Ameyde,	Home	Depot	for	claims	related	services	
- IBM	for	BPM	on	Cloud	(SaaS,	BPaaS)	and	IBM	Watson	neural	tech
- Systran for	language	neutrality

Client	split	by	geography:
• NA:	64%
• UK:	14%
• EMEA:	9%	
• APAC:	14%

Over	180	clients	including:
• 6	of	the	top	10	global	P&C	

insurance carriers
• 2	of	the	top	10	reinsurers
• 2	of	the	top	5	brokers
• Top	3	personal	lines carrier

• Headcount:	9,000+ FTEs
• Locations:	Delivery	breakdown	by	

FTE	percentage:
- North	America	- 5%	

(Minneapolis,	Richardson,	
Atlanta,	Austin,	Boston,	Las	
Vegas)

- UK- 1%	(Edinburgh,	Bristol)
- India	- 85%	(Delhi,	Gurgaon,	

Noida,	Jaipur,	Hyderabad,	
Bengaluru)

- Philippines	- 3%	(Manila)
- Other	APAC	- 5%	(China)
- EMEA	– 1%	(Bucharest,	Dublin,	

Netherlands)

Genpact	Cora	platform	is	the	foundation	of	
all	digital	services	and	technology.	

• The	platform	comprises	of	core	digital	
technologies,	AI,	robotics	&	
analytical tools	including	proprietary	ones	
such	as	the	Sequence	workflow,	RAGE	AI	
framework	and	ClaimsCore.

• There	are	modular	offerings		based	on	the	
platform,	covering	the	end-end	value	
chain	of	insurance	operations.

• The	key	platforms	are	Digital	Inspection,	
Claims	Adjudication,	Claims	Repair	and	
restoration,	Underwriting	Decision	
Optimizer

Strengths Challenges

• Analytics	and	automation	mindshare	with	clients.	Clients	view	Genpact	as	being	
proactive	in	bringing	relevant	automation	and	analytics	technologies	to	them.	One	
client	is	confident	in	Genpact’s ability	to	“transform	a	process	by	looking	at	how	data	
moves	through	the	organization	and	introducing	analytics	and	robotics	where	
necessary.”

• Doubling	down	on	creating	“Digital	OneOffice”	for	claims	and	underwriting.	Genpact’s
solutions	take	a	holistic	view	of	upstream	and	downstream	data	and	process	flows	in	
underwriting	and	claims	cycles.	It	is	building	on	its	vertical	knowledge	and	acquired	IP	
and	software	assets	to	improve	existing	solutions	and	create	new	ones	such	as	Front	
Desk	Triage.	

• Delivering	on	business	outcomes.	We	see	a	sharp	focus	emerging	from	Genpact	to	
deliver	business	outcomes	to	insurance	clients	in	claims	and	underwriting,	such	as	
improving	bind	ratios	and	reducing	claims	value	payout.	Clients	believe	that	the	service	
provider	is	definitely	thinking	about	its	long-term	value	proposition	beyond	labor	
arbitrage.	

• Forward-thinking	M&A	strategy.	Genpact	has	been	busy	acquiring	some	valuable	
assets	in	the	last	two	years.	HfS	believes	these	buys	to	be	forward-thinking	in	that	they	
bring	opportunities	for	more	technology-driven	transformation	for	insurance	clients	in	
the	future.	In	particular,	OnSource and	RAGE	Frameworks	have	the	potential	to	disrupt	
insurance	operations	with	more	advanced	automation	and	AI	interventions.	

• Account	management.	Multiple	clients	brought	up	a	challenge	with	
Genpact’s account	management,	which	feels	too	commercially	
oriented	and	not	as	connected	to	site	and	service	delivery	issues	
and	opportunities.	

• Laying	low	on	platform-based	services.	Genpact	has	yet	to	bite	the	
bullet	on	any	platform-based	services	for	insurance.	Its	major	
competitors	are	starting	to	carve	out	BPaaS	solutions	in	niche	P&C	
service	areas	such	as	subrogation	and	medical	bill	review.	

• Executing	on	its	OneOffice	strategy. Genpact	is	challenged	in	
integrating	its	acquired	capabilities,	as	acquisitions	haven’t	been	its	
strongest	suit	in	the	past.	Further,	the	service	provider	will	need	to	
put	significant	focus	on	shifting	its	go-to-market	strategy	for	
insurance. Blending	these	additional	capabilities	will	require	
Genpact	to	really	move	away	from	labor-based	commercial	
constructs,	which	constitute	more	than	half	its	insurance	business	
today.

Winner’s Circle An	industry	leader	in	bringing	intelligent	automation	to	insurance

Blueprint Leading	Highlights

Execution
• End-to-end	process	enablement
• Experience	and	depth	in	

insurance	segments
• Progress	on	embedding	

automation

Innovation
• Vision	for	future	Insurance	As-a-

Service
• Vision	for	accessible	and	

actionable	data	and	analytics
• Vision	for	Intelligent	Automation	

in	insurance
• Collaborative	engagement

P&C L&A
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Insurance Leaders Have Ambitious Three-Year Goals For 
Operational Maturity…But How Will They Get There?
Which	of	your	business	functions	are	the	most	mature	in	terms	of	intelligent	operations	now?	Where	
would	you	like	them	to	be	in	3	years?	(Scale	1-5,	just	4&5)

Source: “Intelligent Operations" Study, HfS Research 2016
Sample: Buyers = 371

32% 

33% 

29% 

32% 

41% 

44% 

63% 

58% 

0% 10% 20% 30% 40% 50% 60% 70% 

Risk,	fraud,	and	compliance

Actuarial

Claims	administration

New	business,	underwriting,	and	customer	support

Target	for	three	years Maturity	now
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What’s Next? The Insurance OneOffice™ Organization
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n Effective future operations will be oriented around the customer and stakeholder experience
and use analytics and digital technology to have predictive insight for proactive action and
better outcomes – higher quality, speed, and profitability.

n The OneOffice organization collapses the silos of front-middle-back office processes, and
reorients to deliver better experiences and outcomes for all stakeholders, leading with the
end customer. While digital transformation does need this “front office” focus, what gets left
behind is the alignment of these initiatives with the rest of the organization.

n HfS sees a lot of experimentation and investments being driven by carriers on the front
office, including new customer and agent portals, mobile interfaces and self-reporting, self-
servicing tools. However, these improvements have sometimes come “in spite of” the back
and middle office, accompanied by operational hiccups in the upstream and downstream
processes that using the same infrastructure and resources at the back. This is where the
concept of “OneOffice” comes into play.

n The need for OneOffice couldn’t be more pronounced in insurance, as the industry grapples
with insurtech startups that are revolutionizing distribution and customer experiences by creating
streamlined processes, digitally enabled self-service, faster response times, and tailored
offerings. Every carrier wants to get there, and the key lies in becoming customer-first (or
agent or broker-first, as the case may be), while realigning the entire front-to-back to
accommodate these monumental cultural, technological, and process changes.

What’s Next? The Insurance OneOffice Organization (continued)
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n Bringing in OneOffice thinking into insurance operations will help carriers with critical success
factors for the future of the industry:

• Simplifying the entire operating model as it exists today. As an example, the president
of a large American life insurance company elaborates, “Coming out of the DOL rules,
one of the big positives we'd like to take advantage of is the focus on quality of business,
even from distribution and their interest in following rules, that technology and
processes are put in place around getting new business. We are in the process of
implementing some new tools and processes to do more e-ticketing for a greater
percentage of orders…OneOffice alignment is important towards this.”

• Realigning existing assets and processes to create a true customer-first organization.
As an example, the VP at an American insurance company shares, “We have been
tweaking our organizational structure and are planning a big change. We do a lot of
broker business and are looking at more concierge services for them and aligning
everything in our organization around that. We will have a pre- and post-sales division,
and a core part of our company around brokers and producers.”

• Using insurtech to create structurally new business models and offerings. As an
example, the VP of Strategic Sourcing at a diversified financial services organization
states, “The biggest thing right now is trying to stay ahead of disruption. The next 5-10
years will be volatile, and we’re not sure who will end up on top. Lot of companies are
trying things… we’re going on a couple of adventures ourselves and at least trying to be
fast followers.” As an industry, innovation will become the norm across multiple facets,
as another client put it, bringing new ideas “in the form of alternative capital models as
well as innovative insurance products.”

What’s Next? The Insurance OneOffice Organization (continued)
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By 2020, Insurance Carriers Will Have All-Pervasive Use of 
Intelligent Automation, Accessible and Actionable Data

Ideal As-a-Service
Ideal	Definition Nonexistent Initial Expansive Extensive All-

Pervasive

Write	Off	Legacy

Using	platform-based	solutions,	DevOps,	and	
API	ecosystems	for	more	agile,	less-exception-
oriented	systems	and	processes

2013-2014 2015-2017 2018-2020

Design	Thinking

Understanding	the	business	context	to	
reimagine	processes	aligned	with	meeting	
client	needs

2013-2014 2015 2017 2018-2020

Brokers of	
Capability

Orienting	governance to	source	expertise	
from	all	available	sources,	both	internally	and	
externally,	to	address	capability	gaps

2013-2015 2017-2020

Collaborative
Engagement

Ensuring relationships	are	contracted	to	drive	
sustained	expertise	and	defined	outcomes

2013-2014 2015-2017 2018-2020

Intelligent	
Automation

Using automation	and	cognitive	computing	to	
blend	analytics,	talent,	and	technology 2013-2014 2015-2017 2018-2020

Accessible	and	
Actionable	Data

Applying	analytics	models,	techniques,	and	
insights	from	big	data	in	real	time 2013-2014 2015-2017 2018-2020

Holistic	Security

Proactively	managing	digital	data	across	the	
service	chain	of	people,	systems,	and	
processes

2013-2014 2015-2017 2018-2020

Plug-and-Play	
Digital	Business	
Services

Plugging	into	ready-to-go	business-outcome-
focused people,	process,	and	technology	
solutions	with	security	measures

2013-2014 2015-2017 2018-2020
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2017 Recommendations: Services Buyers
n As-a-Service is becoming a reality – educate stakeholders and investigate: Ask your service provider to

look beyond labor arbitrage in their contractual models, and come up with more As-a-Service value
propositions. With the pace of technology change, what is standard today will change tomorrow, so the
traditional five to eight year contract will not help you address future needs for a flexible, tech-enabled
operating model. Look for providers that are thinking of “connecting the dots” with partnerships and
acquisitions that are focused on As-a-Service.

n Culture will go a long way in creating a lasting partnership – find one that works: Multiple clients
pointed to the culture of their service provider organizations as one of the key drivers of their success. In
some cases, the converse was also true, where due to the lack of transparency and bad communication
styles, service providers are not able to meet client expectations. Look for service providers that are
culturally aligned with your values, and observe ways in which providers go about changing their internal
cultures, going from order-takers to creative thinkers, challengers, and problem solvers.

n Look beyond cost savings when it comes to intelligent automation: Insurance carriers are advancing
their investments in RPA, but the overall focus is on operational cost efficiencies. While these short to
medium-term cost savings might be lucrative, HfS recommends that buyers take a more holistic view of
intelligent automation technologies, focusing on long term business agility and scalability and quality of
operations. Further, business outcomes such as risk excellence and straight-through processing are better
business cases in the long run, when they can create competitive advantages that are perceptible to
customers and partners.

n Drive governance and coordination in automation initiatives:We see RPA pilots and deployments across
the board, with several carriers setting up CoEs, some working with third-party advisors, or turning to
their service providers, and more still undertaking a combination of these approaches. RPA efforts are
fairly disjointed and uncoordinated today. Prioritize on coordination and governance to ensure that you
have a sustainable effort to use RPA across the organization. Functions such as internal control groups,
risk and compliance, and the chief data officer need to be important stakeholders in planning and
executing on automation initiatives.
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2017 Recommendations: Service Providers
n Become an internal broker of capability for outcomes that matter to carriers: Make concerted efforts to

centralize and coordinate industry best practices and learning and offer it back to clients in a consistent
manner. Two areas where buyers have specifically articulated this need are in regulation and reform and
intelligent automation. Buyers seek proactive guidance and thought leadership on the changing regulatory
environment and its implications for insurance operations. This knowledge may reside in small teams or
individual regulation SMES – create dedicated councils to help clients proactively and facilitate industry
discussions. Similarly, buyers seek guidance on broad implications of different automation technologies –
relevant to their areas of responsibilities. Bring together knowledge of tools (RPA, machine learning) along
with process experts to create libraries of automation projects specific to insurance operations.

n Encourage soul searching to find your place in the As-a-Service world: Carriers are undergoing significant
industry changes as business models become fundamentally disintermediated in insurance. HfS believes
that service providers to these carriers must follow suit and proactively question, “What business are you
truly in?”, as we are starting to see carriers do so often. With so many levers available to undertake
operational transformation, outsourcing and offshoring for labor arbitrage is but one. Service providers
need to design their solutions and messaging around the business outcomes they are trying to solve for
carriers, and back up the vision with the meaningful and relevant use of data, tools, platforms, truly global
delivery networks and As-a-Service engagement frameworks to be successful in the future.

n Use Design Thinking to break the mold: Following from the previous point, even when a service provider
does reorient itself internally to focus on business outcome-based models, in a lot of cases, they will have
an uphill battle in changing their perception with several stakeholders in client organizations. Existing
clients that see the provider primarily as a partner for back-office processing can be re-introduced to new
capabilities with the help of tools like Design Thinking. Workshops that bring together different
stakeholders from both provider and client organizations, industry SMEs, even partners such as technology
vendors or relevant insurtech players can result in meaningful discussions and a broadening of the level of
the partnership and value of legacy engagements.
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Overview
• Tracks	technology-enabled	operations	in	insurance
• Tracks	enterprise	analytics	services	across	verticals	and	business	functions
• Conducts	Blueprint	reports	across	service	areas	in	global	sourcing

Previous	Experience
• Project	Manager	in	the	sourcing	research	wing	of	the	business	research	and	consulting	firm	
ValueNotes,	encompassing	a	range	of	responsibilities,	including	research	product	design	
and	development	for	the	outsourcing	community,	management	of	custom	research	
engagements,	and	development	of	thought	leadership	through	targeted	content	and	
community	interaction

• Niche	BPO	and	KPO	coverage,	including	analytics,	medical	transcription,	market	research,	
and	e-learning	

• Bespoke	engagements,	including	in-depth	competitive	intelligence	studies,	market	and	
investment	opportunity	assessments,	demand-side	surveys,	and	marketing	communication	
optimization	for	outsourcing	buyers,	providers,	consultants,	and	investors

Education
• Bachelor’s	in	Business	Administration,	Symbiosis	International	University,	India
• Master’s	in	Marketing	Management	with	Beta	Gamma	Sigma	honors,	Aston	Business	
School,	UK

Reetika Fleming
Research	Director,	Insurance	&	Analytics
HfS	Research:	Cambridge,	MA

reetika.fleming@hfsresearch.com
@reetikafleming
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Martin	Gabriel	is	a	Knowledge	Analyst	at	HfS	Research,	tracking	global	outsourcing	deals	
in	IT/BPO/Engineering	services	and	supporting	different	practice	leads	in	secondary	
research,	data	analysis	and	research	writing.

Martin	has	over	5	years	of	research,	analytics,	and	market	intelligence	experience	in	TCS	
and	Xchanging.	In	his	TCS	role,	he	worked	on	point-of-sale	and	consumer	panel	data	and	
on	analytical	projects,	providing	business	insights	to	clients.	He	was	responsible	for	
analyzing	retailers	and	consumer	behavior	for	various	FMCG/CPG	products	to	address	
diverse	business	issues	and	provide	actionable	recommendations	for	the	future	growth	
for	clients.	He	performed	extensive	category	reviews,	brand	management	and	trend	
analysis	based	on	point	of	sale	and	homes	scan	data	along	with	information	from	
secondary	sources.	At	Xchanging,	he	was	part	of	the	market	intelligence	team	that	
supports	Xchanging’s	vertical	heads,	strategy	team	and	sales	and	marketing	team.

Martin	holds	Master’s	in	Business	Administration	from	PESIT	college	(Visvesvaraya	
Technological	University),	Bangalore	and	a	Bachelor	of	Commerce	from	St.	Xavier’s	(MS	
University)	Tamil	Nadu.

Martin	is	passionate	about	fitness	and	going	for	long	rides	on	his	bike.	

Martin	can	be	reached	at	martin.gabriel@hfsresearch.com.	Follow	him	on	Twitter	
@martingabrielm.	

Martin Gabriel
Knowledge	Analyst,	HfS Research
Bengaluru,	India
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HfS’	mission	is	to	provide	visionary	insight	into	the	major	innovations	impacting	business	operations:	
automation,	artificial	intelligence,	blockchain,	digital	business	models	and	smart	analytics.	We	focus	on	
the	future	of	operations	across	key	industries.	We	influence	the	strategies	of	enterprise	customers	to	
develop	operational	backbones	to	stay	competitive	and	partner	with	capable	services	providers,	
technology	suppliers,	and	third	party	advisors.

HfS	is	the	changing	face	of	the	analyst	industry	combining	knowledge	with	impact:

• ThinkTank model	to	collaborate	with	enterprise	customers	and	other	industry	stakeholders
• 3000	enterprise	customer	interviews	annually	across	the	Global	2000
• A	highly	experienced	analyst	team
• Unrivalled	industry	summits
• Comprehensive	data	products	on	the	future	of	operations	and	IT	services	across	industries
• A	growing	readership	of	over	one	million	annually

The	"As-a-Service	Economy"	and	"OneOffice™"	are	revolutionizing	the	industry.

Read	more	on	HfS	and	our	initiatives	here.

HfS: Revolutionizing the Industry


