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The Story of Seven Miracles…

Compound Efficiency Gains Exceeding 500% 

Predictable Cost Reductions (contractually guaranteed) Plus Significant Margin Gains

Year-Over-Year Positive ROI on all Intelligent Automation Investments

Previously Manual Complex Case Work Automated by 70% (or more) End-to-End

One-third of Work Volume Performed Without Requiring Human Intervention

Complex Casework Performed 2-4 Times Faster With Greater Accuracy

20X Reduction in Operating Costs While Accommodating Seasonal Bursts and Lulls



Serco CMS Eligibility Support Business At-A-Glance

INTAKE & 
INGESTION

Mailed and Electronic Data / 
Document Ingestion

VERIFICATION

Verified Coverage and/or 
Exemption Eligibility

RESEARCH &
RESOLUTION

Researched and Resolved 
Eligibility Status

• Mail Handling & File Processing

• Document Processing

• Document Management

• Person to Document Association

• Eligibility Review & Escalation
• Case Research
• Consumer Outreach
• Eligibility Determination
• Final Status Notification

Consumer 
Interactions

Business 
Operations

• Mailed Documents
• Uploaded Documents 
• Electronic Audit Files / Data

• Outbound Phone Calls
• Returned Calls
• Generated Notices

• Inbound Calls
• Outbound Phone Calls
• Generated Notices

Enabling
Technologies

5.0M 
Adjudications

8M Phone 
Calls

100M Complex 
Record Queries

12M 
Notices

45M Documents 
Analyzed/Classified

Robotic
Process 
Automation 

Task Mining 
& Analytics

Business Process 
Management (BPM)

Decision 
Automation

Intelligent 
Document 
Processing 

Machine 
Learning

Named 
Entity 
Recognition

• Eligibility Verification
• Identity Proofing
• Tier 2 Call Center Help Desk
• Dynamic Notice Generation
• Exemption Application Processing

Cloud 
Native
Services 

Knowledge 
Management



Applications and supporting 
docs submitted  via mail or 
ESD upload
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Consumer Notification 
(to be printed/mailed)

ESD

FFE API Calls

Consumer Notification (print/mail)

BPA Review

IVT

“Obamacare” Adjudication Lifecycle (circa 2017-2022)

Intake & Ingestion

✓  Mail Handling & Batch Data File Processing

✓  Document Classification & OCR

✓  Person to Document Association (PA)

Mailroom Intelligent Document 
Process System (MIDPS)

Verifications

98% of post-intake 
work  is performed 

using TIPS

Task Inconsistency 
Processing System (TIPS)

Correspondence

Today supports appeals and 
misc. correspondence

Miscellaneous Appeals and 
Return Correspondence 

Organizer (MARCO)

Applications

First Appian app built for ES 
program (in 2013)

Now rarely used
(0.1% of work)

Support Worker 
Application Tasker (SWAT) 

DWA

AET

Mailed and Electronic 
Data / Document 

Ingestion

Intake1

Verified Coverage 
and/or Exemption 

Eligibility

Verfication2

Researched 
and Resolved 

Eligibility Status

Research & 
Resolution3

ESW Escalation

Complex issues or escalations requiring  
further guidance reviewed by BPA, then CMS

BPA Review CMS Review

DMIs, SVIs,Supporting Docs Exemption Apps Coverage Apps

Appeals, Misc 
Correspondence

Exemptions

0.05% of work performed in 
2021 involved EXEM

Applications are reviewed in 
Appian with calcs performed 

in Sapiens 

Exemptions 
(EXEM)

Business Process 
Management 

IDP & RPA

Decision 
Automation
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This transformation was made possible through co-creation with customer stakeholders 

and the engagement of highly-skilled, domain-specific strategic partners

Workforce Challenges

Lack of reportable analytics led to challenges in 
prioritization and efficient staff utilization 

Tasks reliant on CSRs following detailed work 
instructions, training, and manual QA checks

Low Margins Business Model

“Cost Plus Fixed Fee” (CPFF) model where the 
U.S. government carried all the risk in exchange 
for a low margin (e.g., the fixed fee) 

Operations Designed to Peak Scale vs Seasonality

5,500 production workforce (peak staff)

4 Large Footprint (30,000 sq ft) Processing Centers

Highly manual work requiring extensive training, often 
involving re-work, adding delays

Optimizing Program Integrity

Consistent performance ensured via enforceable 
business rules and automation process steps

Clearly defined SLAs reported weekly

Workers freed to focus on supporting the consumer

Risk Transference & High Margins

Fixed Unit Price where U.S. government faces 
no financial risk; margins are in our control and 
performance is both consistent and transparent

Significant Reduction in Peak Operational Footprint

1,000 +/- production peak staff

Remote Processing & 3 Small Regional Centers

More automated, streamlined processing with demonstrably 
higher quality & efficiency 

TO



“WELL, HOW DID I GET HERE?”

You may ask yourself,



Program Imperatives: Opportunities & Constraints 

• Ensuring program integrity by ensuring that all work (every task) is performed 
consistent with the (often fluid) rules and policies set by the customer and legislation.

• Managing work queues by ensuring the right work gets to the right worker at the right 
time, driving optimal workforce utilization despite constantly fluctuating work volumes. 

• Driving Efficiency and continuous cost savings across all program through automation 
and task simplification of work involving resolution of challenging issues and often 
ambiguous context, requiring hand-offs and escalation, while using a diverse data sets. 

• Improving the Consumer Experience by automating routine work while providing 
workers with the tools, information, guidance and training to help consumers 
resolve complex cases in a more tailored but timely manner.

• Leverage data analytics to improve operational performance and consumer 
outcomes, as well as to support policy decision making and assessment.



Digital Transformation and Intelligent Automation requires 
re-envisioning the structure of the task to be not a single, 

discrete unit of work, but business outcomes, and to remove 
the distinction between what supports a task and the task 

itself – as well as who performs the work 



The Focus is on the Worker (Human & Robot)
Not the System (RPA is not a system)

Robots and humans log-in to the same core systems, ensuring the same rules and 
controls are applied, with the same level of reportability, while allowing the same 
quality assurance to be performed, allowing program integrity to be ensured

Both human and Virtual 
Workers (RPA robots) are 
assigned work to perform 
complex queries and all 
other adjudication tasks

Provides the work interface, task sequencing, 
and general workflow end-to-end processes

Decision determines who should do what and when; making complex 
calculations via 10,000s of business rules rather than user interpretation

Classifies and extracts key data 
needed to perform person 
association and eligibility verification

Robotic
Process 
Automation 

Business Process 
Management (BPM)

Intelligent Document 
Processing (IDP)

AI-based identity 
resolution using 
pattern matching 
resolve consumer 
name variances

Named Entity 
Recognition

Human
Workers 

Decision 
Automation

Workers Systems (applications, workflows, API services, systems of record)



Machine Learning and IDP accurately process tens of millions of documents, automatically classifying and 

extracting key data (all previously manually keyed) with automated validation

Phase 1: Document Automation: Greater Automation Efficiency 
with Reduced Manual Work; Enabling Straight-Through Processing

RPA securely accesses government systems (with full user authentication and security controls) through 

API and legacy Web-based user interfaces; tens of millions of complex queries performed with greater 

accuracy and substantially faster than capable by human workers

Phase 2: Assisted Searching & Retrieval: Securely Accessing & Uploading 
to the Government Systems Using Existing Security Controls & Protocols 

Our Transformation Journey So Far…
How We Made Automation Intelligent

RPA software is assigned tasks and performs each step as would a human worker, performing work with the same 

program rules and policies applied to human workers; delivering greater accuracy, efficiency, and quality of work; 

less reliance subjective rule interpretation; more accurate analytics; ensuring program integrity

Phase 3: Robo-Adjudication: Faster Processing; Less Research Time; 
More Precise Analytics; Less Re-training and Required Specialization 



• Transformed 1,000s of Policy Pages and Reduce 
Days of Training With Manageable and 
Measureable Decision Models Owned and 
Controlled by the Business, Not Dangerously 
Locked Inside of Application Code

• Gained Analytics and Audit Reports Based on 
Actual Decisions and Actions Taken

• Allowed (all) Workers to Leverage Very Complex 
Rules Using Existing Interfaces

From Static SOPs Manageable Business Logic:

Adopting Decision Automation was the Critical First Step 
to Intelligent Automation 

=



Pivoting From a Mailroom Mentality:

Our IDP Journey From Cost Center to Profit Center
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Our Problem Space Isn’t Capture & Recognition, 
It is Classification & Association (“How much does STP failure cost?”)

Document Types 
& Volumes

Straight-through Pass Rate:
Core IDP vs AI-enhanced



Bringing LLMs to Work (what it means to us and why)



Thank you!

Document Automation Operational Dashboard 
& Automated Benchmarking Tools



Decision Automation is at the center of
 ingestion, scoring, assignment, evaluation, 
execution, escalation, and resolution of all work.

Document 
Review & 
Validation

Perform Person 
Association

Perform 
General 

Verification

Consumer 
Telephone
Outreach

Disposition

Expiration 

Tier 2

Where to 
Improve 
the Model 

Automation Targets 
Prioritized by 

Process Mining 

What the 
Robot Did

Extraction Defects: 
Why RPA Didn’t Resolve

RPA Dossier

Intelligent 
RPA

Process Mining Captures Task-level Performance 
Metrics on Each Step and Stage of Adjudication

Autonomic Innovation
Analytics-Driven Continuous Optimization 

Machine 
Learning

Automated 
Benchmarking Tools

Document Automation 
Operational Dashboard



Mailroom 
Processing

• Mail Pre-processing
• Document Automation

Initial 
Verification

• Document Association
• Basic DMI/SVI Processing

Document 
Capture

RPA Bot 
Execution

Mail Handling 
and Imaging

Complex 
Processing

Complex Issue 
Resolution

Advanced Case 
Management

Casework 
& Tier 2

Shared Set of 
Decision Services

Automation-centric: lower complexity resolution & 
(mostly) headless processing of adjudication steps

Interaction-centric: higher complexity issue resolution Consumer 
outreach is performed by trained and experienced knowledge 
workers delivering highly-personalized Consumer interaction

Shared Set of 
Decision Services

Event-based Processing (EBP)

Event-based Processing (EBP)

Consumer Calls 
& Verification

Call Scripts & 
Work Instructions

New IDP Platform 

If all robotic attempts to resolve 
are exhausted, remaining work 

is passed on to higher-cost 
knowledge workers 

Named Entity 
Recognition

From Compartmentalized, Sequential Processing to a Real-time 
Business Ecosystem (moving from Ingestion to Resolution)

Document 
& Data 

Synchronization

External 
Event Sharing

FFE APIs

Document 
& Data 

Synchronization

External 
Event Sharing

FFE APIs
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Thank you!

ngpalmer@protonmail.com

+1 (781) 534-3868 mobile

twitter.com/nathanielpalmer

linkedin.com/in/IntelligentAutomation/

Nathaniel Palmer
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