EXECUTIVE SUMMARY

UCB’s innovative location in Costa Rica focuses on back office and account receivable functions typically
provided in-house at the healthcare organization facility. This white paper highlights UCB’s success
stories with other healthcare organizations, delves into strategies for managing change in perception
around offshoring, and provides actionable insights for overcoming resistance and communicating
benefits effectively. By examining these elements, healthcare organizations can better understand how
to leverage offshoring solutions and ensure a successful transition.

WHyY CosTA RICA?
Costa Rica emerged as the preferred offshoring destination for UCB for several reasons:

Highly Educated Workforce: Costa Rica is known for its educated, bilingual talent pool,
particularly in fields such as healthcare, finance, human resources, and IT support.

Time Zone Alignment: The Central Time Zone is close to UCB's primary markets in the United
States, ensuring real-time collaboration between onshore and offshore teams.

Stable Business Environment: Costa Rica's political stability, strong infrastructure, and
favorable regulatory environment made it an attractive location for UCB’s offshore
operations.

Cost Efficiency: Lower operational costs compared to North American and European markets
enabled UCB to optimize budgets without sacrificing quality.

INTRODUCTION

UCB’s offshore location in Costa Rica highlights the potential for cost savings, operational efficiency, and
enhanced service quality when offshoring is executed strategically, accurately and successfully.

By focusing on cultural integration, maintaining service quality, and leveraging local talent, UCB was able
to achieve a seamless transition and reap the long-term benefits of its offshoring initiative.
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BACKGROUND

UCB, headquartered in Toledo, OH, operates nationally with a focus on assisting healthcare
organizations with their back office and account receivable needs. As part of its strategy to assist
healthcare organizations streamline operations and reduce costs, UCB opened our Costa Rica location
due to its skilled workforce, cost-effectiveness, and strategic location within the Central Time Zone,
which closely aligns with North American operations.

THE OFFSHORE MODEL

UCB adopted a phased approach to offshoring, initially focusing on non-patient facing back office
functions before expanding into account receivable solutions. The strategy involved building an initial
small, agile team in Costa Rica to handle routine, transactional tasks, while higher-level strategic
functions remained onshore. Today, UCB’s Costa Rica office employs over 500 people offering end-to-
end patient solutions and services to national healthcare organizations.

Key offshore functions include: Appointment Scheduling, Pre-Registration, Pre-Certification & Pre-
Determination, Claim Editing & Pre-Access, Work Queue Assistance Programs, Small Balance Insurance
Follow-Up, Self-Pay Early-Out Programs, Bad Debt Collection and Legal Collections.

UCB’s SUCCESS STORIES

Case Study 1: Large, World Renowned Healthcare Organization

A large U.S. based healthcare organization faced growing pressure to streamline administrative
processes and reduce operational costs without compromising patient care quality. Specifically, the
organization struggled with the inefficiency of pre-registration services, which led to delayed patient
onboarding, increased administrative overhead, and a negative impact on patient satisfaction.

Pre-registration is a vital process that involves collecting and verifying patient information and insurance
prior to scheduled appointments or procedures. These activities, although crucial, were consuming a
significant amount of time for the in-house staff, detracting from more value-added tasks like direct
patient care.

The client sought a solution that would not only lower operational costs but also improve process
efficiency and patient experience. After evaluating several options, the healthcare provider decided to
explore offshoring their pre-registration services.
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CHALLENGE

High Labor Costs: Domestic labor costs for administrative roles were climbing, making it increasingly
difficult to maintain large in-house teams.

Inefficient Processes: Despite dedicated staff, there were recurring delays in verifying insurance,
updating patient data, and completing pre-registration forms, leading to bottlenecks.

Quality Concerns: The client was concerned that offshoring could lead to language barriers, lower
accuracy, and potential breaches in data security.

Scalability: The client needed a solution that could scale as their patient volume increased but without
exponential cost increases.

SOLUTION

The client decided to implement an offshore initiative focused on pre-registration services with a small,
dedicated team in Costa Rica due to several advantages:

Cost Savings: Costa Rica offered a significant reduction in labor costs while maintaining high service
quality.

Skilled Workforce: With a bilingual workforce experienced in healthcare administration, the offshore
team was able to efficiently manage communication with U.S. patients and insurance companies.

Time Zone Alignment: Being in a similar time zone to the U.S. allowed the offshore team to work in real-
time, aligning seamlessly with the client’s operational hours.

Focus on Pre-Registration: The offshore team’s sole focus on pre-registration activities helped
streamline workflows, ensuring that insurance verification, data entry, and document collection were
done accurately and on time.

Data Security: The offshore provider complied with HIPAA regulations and implemented robust data
security protocols to address concerns about patient confidentiality.

OUTCOME

Cost Reduction: The client saw an immediate 30% reduction in administrative costs associated with pre-
registration services.

Improved Efficiency: The offshore team significantly reduced turnaround times for pre-registration,
ensuring that patient information was processed well in advance of appointments, leading to smoother
patient onboarding.

Enhanced Patient Satisfaction: With pre-registration completed efficiently, the client reported a 15%
increase in patient satisfaction scores, as patients experienced fewer delays and errors during their
registration process.

Scalability: The client was able to easily scale the offshore operation to handle an increase in patient
volume, ensuring consistent service without the need for costly domestic hiring.
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RESULTS
Increased Efficiency: Reduced processing time for pre-authorizations by 30%.
Cost Savings: Achieved a 40% reduction in operational costs.

High Accuracy: Maintained a 99% accuracy rate in pre-authorization processing.

KEY TAKEAWAY

Offshoring pre-registration services allowed this healthcare provider to balance the dual goals of
reducing operational costs while improving efficiency and patient experience. The success of the
offshore pilot encouraged the client to explore further offshoring opportunities across other
administrative functions. This case demonstrates that with careful planning, training, and integration,
offshoring can provide significant operational benefits to healthcare organizations, positioning them for
long-term success in a highly competitive industry.

Case Study 2: Mid-Size Local Healthcare Organization

CHALLENGE: Significant Staffing Shortages During and After COVID. Hospital staff was offsite and
unable to handle the work.

SOLUTION: A pilot offshoring initiative focused on pre-authorizations with a 10 person, dedicated
team in Costa Rica for a trial period of 90 days.

OUTCOME: UCB handled over 18,000 appointments in order to facilitate COVID vaccines during the
pandemic. UCB’s nimbleness allowed us to be a workforce multiplier for our client.

KEY ACTION: Continuous communication with the in-house team to ensure the offshore initiative
accomplished the action items specific to the healthcare organization.

OBUJECTIVE: Staffing in a timely manner, hospital staff were offsite and unable to handle the work
during the pandemic. Staffing assistance has remained after the pandemic.

SOLUTION: UCB implemented a pilot program that included a dedicated staff of professionals in a
nearshore location. This setup allowed for time zone alignment and effective communication with the
health system’s onshore teams.

RESULTS: Healthcare organization has continued their operation in our Costa Rica office, building up
to a 70 person staff, leveling out at 50 staff members consistently. Approval from the healthcare
organization to use Costa Rica for additional back office functions such as reconciliations, as well as
minimal patient-facing work.

KEY TAKEAWAY: Offshoring can significantly enhance efficiency and cost-effectiveness while
maintaining high quality, specifically with staffing.
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STRATEGIES FOR MANAGING CHANGE IN PERCEPTION AROUND OFFSHORING

Like any offshoring initiative, UCB faced several challenges during the implementation of its Costa Rica
location operations. However, these challenges were met with tailored solutions that ensured the
success of the program.

Cultural and Communication Barriers:

Challenge: Differences in business culture and communication styles between the Costa Rica team and
onshore counterparts created initial friction.

Solution: UCB invested heavily in cross-cultural training and regular team-building exercises to foster
better understanding and collaboration between teams. Daily virtual meetings and an open
communication policy helped address issues promptly.

Knowledge Transfer and Training:

Challenge: Ensuring that the Costa Rica team had sufficient knowledge of UCB'’s processes and systems
was a significant hurdle during the transition phase.

Solution: UCB implemented a comprehensive knowledge transfer program, which included a
combination of on-site training and virtual training sessions. UCB also deployed key subject matter
experts (SMEs) to Costa Rica to oversee the initial setup and provide ongoing support.

Maintaining Service Quality:

Challenge: There was an initial concern that offshoring would negatively impact the quality of service,
particularly in customer service and finance.

Solution: UCB established stringent quality control measures, including service level agreements (SLAs)
and key performance indicators (KPls) to track performance. Regular audits and performance reviews
ensured that the Costa Rica team met or exceeded the same standards as their onshore counterparts.
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OUTCOMES AND BENEFITS

UCB’s decision to offshore healthcare functions to Costa Rica resulted in numerous benefits, both in
terms of cost savings and operational efficiency. These outcomes demonstrate the potential of a well-
executed offshoring strategy.

Cost Reduction:

UCB experienced a significant reduction in operational costs by offshoring to Costa Rica, with savings of
approximately 40+% passed on to our clients, compared to maintaining these functions in-house. This
has enabled our clients to reinvest resources into patient care and other strategic initiatives.

Scalability and Flexibility:

UCB’s Costa Rica operations provided the flexibility to scale up or down depending on business needs.
The company was able to rapidly expand its offshore team in response to growing demand without the
need for significant capital investment.

Enhanced Customer Service:

With a bilingual customer service team in Costa Rica, UCB improved its ability to provide real-time
support. Client and patient satisfaction increased.

CONCLUSION

UCB’s successful pilots and implementations demonstrate the potential of offshoring to improve
efficiency and reduce costs in healthcare organizations. By managing perceptions, overcoming
resistance, and communicating both benefits and challenges effectively, healthcare organizations can
navigate the transition smoothly and achieve significant operational improvements. Strategic actions
and continuous engagement with stakeholders are key to turning skepticism into support and ensuring
the success of offshoring initiatives.

For further details or to explore how UCB’s solutions can benefit your healthcare organization, please
contact us at sales@ucbinc.com.
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