
WHAT'S INSIDE:

TRANSITIONING TO OBC

SUSTAINABLE EMPLOYMENT

in the Estate and Facilities Management Industry

Calls for businesses to take on sustainable employment practices have
been growing louder in recent years, reflecting the increasing focus on
issues such as the social compact, rapid technological advancement, and
the shrinking workforce. In the Estate and Facilities Management (EFM)
space, the COVID-19 pandemic has further evinced the need for
sustainable employment, as EFM companies compete to recruit and
retain talents.  

Enlightened companies have transitioned from manpower-based
procurement to the outcome-based contracting (OBC) model as a tool to
drive sustainable win-win outcomes. OBC shifts away from headcount
requirements to performance and output-based specifications that
encourage the service provider to devise the most effective and efficient
way to deliver services. 

This win-win approach aims to achieve enhanced performance whilst
ensuring that fair value is paid for the quality of work done. Additionally,
such an arrangement offers opportunities to uplift the job image, wages
and career prospect of essential services trade workers. How can
companies exploring OBC learn from the best practices of companies
that have started this journey, and what are some strategies to employ to
ensure a smooth and successful transition? 

As part of the EFM Lighthouse
Project, the Singapore Business
Federation (SBF) Sustainable
Employment Programme Office
organised a Learning and
Innovation Session, bringing
together Pontiac Land, Certis
Cisco, the Building Construction
and Timber Industries
Employees’ Union (BATU) and
Solutions Plus to discuss the
topics of OBC and change
management. This mini report
consolidates the key learning
points surfaced during the
session.   



Empowerment of Trade Staff

OBC offers a platform for trade
staff empowerment with
increased flexibility on service
delivery. As service providers
incorporate innovative
technologies and work
methodologies, trade staff are
at the same time given the
opportunity to pick up new
skillsets whilst enlarging their
work scope. 

More importantly, the trade staff
can be correspondingly
recognised for their elevated
skillsets and increased job
responsibilities and duties;
hence, broadening their career
prospects and putting them in a
better position to command
higher wages that
commensurate with the higher
value work done. 

Alleviating Manpower
Constraints

With companies shifting away
from a fixation on headcount
requirements and centring their
efforts on raising productivity,
manpower constraints arising
from the tightened foreign
worker quotas and shortage of
locals will be alleviated.
Companies grow more capable
of meeting higher service
demands without increasing
their workforce as they replace
conventionally labour-intensive
jobs with technology and more
efficient methods of working.

Increased Productivity and
Operational Efficiency

One key point highlighted was
the increased productivity and
operational efficiency that
resulted from the transition to
OBC. The companies shared
that OBC provides an impetus
for service buyers and provers to
explore new technologies and
work processes to drive
productivity. 

With the de-emphasis on
headcount requirements,
companies have been
incentivised to leverage on cost-
effective solutions such as
deploying cleaning robots in
hotels to restructuring long-
standing modi operandi. In doing
so, service buyers and service
providers alike have observed
an improvement in productivity
and operational efficiency
resulting in higher quality output,
as the trade staff are able to
focus their time and energy more
meaningfully in non-automatable
and higher-level job scopes. 
  

"SERVICE BUYERS
AND SERVICE
PROVIDERS ALIKE
HAVE OBSERVED 
AN IMPROVEMENT 
IN PRODUCTIVITY
AND OPERATIONAL
EFFICIENCY"

THE CASE FOR THE OBC MODEL



PONTIAC LANDCASE STUDIES
While adopting OBC, Pontiac Land has worked closely with its service provider to reform the way cleaning
was carried out on its properties. It was a partnership from the very beginning, with constant dialogue and
fine-turning of requirements and service standards to achieve a win-win for both parties. With the focus on
creating optimal value, the management team was prepared to critically evaluate its scope of work by
prioritising cleaning tasks according to operational needs, eliminating less value-adding work e.g., routine
cleaning of carpark gantry barriers in favour of higher value work and cleaning outcomes.

The adoption of OBC has also instilled a stronger sense of ownership in all the stakeholders. The service
providers were empowered to make decisions on the technologies to adopt and the deployment schedule
of cleaning staff, through a consultative process with the service buyer. Some technological solutions
adopted include the deployment of cleaning robots and digitalising the inspection processes, resulting in a
decrease in the need for manual tracking and reporting of defects. 

Through the adoption of OBC, Pontiac Land has successfully driven productivity and efficiency in its
operations and built a driven and committed pool of trade staff. 

CERTIS CISCO

Certis Cisco leverages on technologies, data analytics and business process re-engineering to enhance
productivity and efficiency, through the incorporation of automation, robotics, artificial intelligence, sensors,
etc. These digitalisation efforts have helped Certis Cisco cut down on manpower requirements and
expedite security manpower deployment in its day-to-day operations. For instance, the implementation of
sensors, surveillance cameras, artificial intelligence and a robotic platform capable of detecting smoking
on the premises has eliminated the need to have security staff on a constant lookout. Instead, Certis Cisco
can rely on the solutions to relay information in real-time to the command centre platform (Mozart), and
dispatch its security staff via the mobility app (Argus) only when smoking incidents have been picked up. 
 
With a reduction in physical manpower requirements on sites, the trade staff employed by Certis Cisco
were able to value-add in wider and higher-level job scopes. Certis Cisco shared that its OBC journey
allowed greater room for its staff to not only reskill and upskill but to cross-skill. A security officer could be
trained in the duties of M&E technicians, robot operators and customer service officers, broadening his
skillsets and capabilities. 

These opportunities for job reskilling, upskilling and cross-skilling under OBC has enabled Certis Cisco to
commit to a progressive wage model, offering its staff greater mobility to move up the ranks and earn
better wages. 



CHANGE MANAGEMENT
The path to take towards transition

Change management is a priority for companies to overcome their respective
transitions to OBC. It is a process that involves multiple stakeholders, and it is
imperative to manage the varying expectations of the group of service buyers,
service providers and trade staff. How do companies effectively manage
expectations and establish healthy collaborative relationships amongst the
stakeholders?   

A common challenge experienced was the inertia on the part of service
buyers, stemming from a lack of understanding of the benefits they
stood to gain from OBC and apprehensions over the new systems that
had to be put in place. 
 
Before embarking on OBC, service buyers may be wrought with
worries associated with buy-in from its own team, namely the
unfamiliarity of OBC, fear that manpower reduction will affect the
standard of cleaning services, and confusion over the execution of the
new contract model. 

To mitigate these concerns, there should be honest and active
interaction between service providers and service buyers to iron out
potential issues. For instance, the team at Pontiac Land gained a
deeper understanding of OBC through training sessions, as well as
joint meetings and inspections with their service providers to align the
objectives and outcomes of the new contract model. Pontiac Land also
conducted a one-year trial to better calibrate the deliverables under
the OBC, and to allow staff and stakeholders to transition to the
execution of the new model.  
 

Unlocking Common Interests between Service Buyers
and Service Providers  



HEAR FROM SOLUTIONS
PLUS:

A participatory approach is
recommended for smooth
change management, wherein
the companies can proactively
obtain feedback from trade staff
after the designation of new job
roles. As companies develop
clearer understandings of the
trade staff’s motivations,
stressors and openness to
change, it will be easier for the
companies to provide the
necessary support and
incentives for the trade staff to
take greater ownership in the
new operational processes. 

Companies should draft
comprehensive and deliberate
communication plans to
ensure the inclusivity of their
communication strategies, e.g.,
making sure that the
communication channels and
language used are appropriate
for their target audience. 

Feedback channels should be
set up to engage stakeholders at
all levels, with greater priority
accorded to stakeholders with
greater influence such as trade
staff and property executives. 

Offering critical insights from a
consultancy’s lens, Solutions Plus
offered the following points for
companies to consider: 

Effective Communication between Service Buyers
and Service Providers

Service buyers and service providers should liaise with each
other from the early stages of the partnership to identify potential
pain points and make the necessary adjustments before settling
on the contract requirements. For example, site walks and
discussions could be facilitated together with the service buyers
and providers to garner inputs from both sides and come to a
common understanding of the set of appropriate key performance
indicators (KPIs), thus minimising the chance of conflict over the
measurement of KPIs during operation.   
 
In a similar vein, Pontiac Land focuses on having a pre-agreed
and fair scoring system for measuring the cleaning performance
of its service provider. To ensure fairness, it has taken into
consideration the difficulties faced by its service provider on the
ground, calibrating the benchmarks and deliverables to consider
operational challenges and constraints. Additionally, Pontiac
Land involves its service provider in the scoring process during
site walkthroughs. This way, the service provider can raise any
contention immediately and all parties can come to an agreement
promptly.  
 
With the above emphasis on collaboration between the numerous
stakeholders, effective communication will be necessary.
Therefore, companies need to be mindful of disseminating
sufficient information to get their staff on the same page and
communicating to their staff the merits of the organisational
change being implemented. 
 



Companies should prioritise efforts to align the expectations of management and that of trade staff.
From Certis Cisco’s experience, the trade staff were engaged during the development of the OBC and
were assured of the benefits of the new model to their personal growth in terms of upgrade in skills and
better career prospects.   
 
At the same time, companies can also consider offering incentives to recognise the efforts and
commitment of staff in making the transition towards OBC. Pontiac Land, for example, shows its
appreciation for its outsourced cleaning staff through lunch gatherings, noting that these initiatives have
motivated the staff to connect more strongly with Pontiac Land's mission and also feel that their work is
important and valued. 

Another key partner in this journey is that of the union. Companies can tap on the rich experience and
close ties fostered between union and staff, to smoothen the transition process and engender buy-in
from the trade staff with the union's support.  

 
 
 HEAR FROM BATU/NTUC:

Including Trade Staff in the Equation  

The union had effectively supported a manufacturing company during its redeployment of staff to
undertake higher level job scopes at another plant. With the union’s assistance, the company
successfully retained and retrained the low-skilled staff to assume enhanced job scopes instead of
looking for new hires. From the staff’s perspective, the union’s efforts helped them overcome the
daunting learning curve involved in retraining, on top of securing higher-level job positions that came
with better wages. Meanwhile, the company benefitted from retraining its existing staff, as it was able
to retain loyal staff who were already aligned with its company ethos.  



For more information on how you can start your sustainable business journey, 
visit sustainable-employment.sbf.org.sg.

ABOUT THE SPEAKERS 
Pontiac Land is a privately-held property developer, owner, and operator based in Singapore.
The Group’s assets include hospitality, mixed-used, commercial and residential developments,
spanning across Singapore, New York, Sydney and the Maldives. With over fifty years of
experience in luxury property development, Pontiac Land seeks to better the built environment
through thoughtful architecture and design, world-class art and an in-house property
management team to deliver a consistently high level of hospitality. 

BATU is an affiliated union of the National Trades Union Congress representing employees
from the Built Environment, namely the outsourced sectors such as cleaning, waste
management, landscape, lift & escalator and pest management to construction, facilities
management and real estate. Their vision is to promote good industrial relations between
members and their employers and improve working conditions for the betterment of the
members by working closely with the management and stakeholders in the sector.

Headquartered in Singapore, Certis is a leading outsourced services partner that designs,
builds and operates multi-disciplinary smart security and integrated services globally.
Leveraging our strong heritage in security augmented by applied AI solutions, we seamlessly
orchestrate security, facilities management and customer experience for greater cost
efficiencies that empower your future. 

Solutions Plus is a business consultancy offering a full suite of services to help businesses
establish themselves, achieve operational efficiency and grow internal capabilities. Solutions
Plus has participated in several notable job redesign projects including the redesign of jobs at
a new nursing home by Ren Ci Hospital to reduce reliance on foreign manpower; and worked
with WSG on job re-design for the early childhood care and education sector to improve
productivity and better attract locals for the sector. Solutions Plus has been appointed as the
project management consultant for the SBF EFM Lighthouse Project and will guide the project
participants in job redesign and multiskilling of trade staff to achieve the project objectives.

INTRODUCTION TO EFM LIGHTHOUSE PROJECT
The “Sustainable Employment – Achieving Purposeful Business Success Together” Report was launched by the
Singapore Business Federation (SBF) in 2019, calling on employers to improve their sustainable employment
practices. As one of the recommendations in the report, the EFM Lighthouse Projects brings together service
buyers, service providers, and sectoral trade associations and chambers (TACs) from the EFM industry to embark
on pilot projects to multi-skill workers and enlarge jobs, with an aim to enhance the remuneration and career
development of blue-collar trade staff in the EFM space. Learning and innovation sessions have been organised
to share case studies and best practices.


