
An SSON  Site Tour Special: 

A Look into Vital’s  

Shared Service Centre 
Vital SSC, Singapore, Asia 



After an exclusive Site Tour of Vital’s Shared 

Services Centre, we interviewed Vital’s Chief 

Executive, Mr. Tan Chor Kiat, for more insight 

into the award-winning SSC. 

In September 2014, Vital opened its doors to 

attendees of the 17th Annual Asian Shared Services 

& Outsourcing Week for a look into their Shared 

Services Centre in Singapore. (photo on cover) 

 

After an interactive presentation plus a full site tour 

of Vital’s facilities, Kim Vigilia from SSON 

interviewed the team to find out the scope of their 

SSC, priorities, challenges and initiatives. 

 

Read on for an in-depth interview with Vital’s Chief 

Executive, Mr. Tan Chor Kiat.  (photo, right) 
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With all 16 ministries already on board, what does growth and success look like for Vital? 

 

The overall objective of Vital is to create a more efficient, professional and cost-effective public service where 

its back-of-house operations are best-in-class. Vital needs to continue to be better in what we do for our current 

offerings and servicing agency accounts on existing service lines. At the same time, Vital seeks to expand our 

footprint to enlarge the critical mass so as to fill the gaps in service lines where agencies have yet to subscribe, 

and where just under 10% of the Statutory Boards (autonomous in budget and operations but reporting to a 

Ministry) have yet to subscribe to any of our suite of services. Vital is also seeking to move up its value-chain 

by offering new in-demand and higher-valued services. Harnessing a critical mass would help in creating more 

opportunities for demand aggregation and in creating economies of scale which are key to Vital’s value 

proposition.  

 

What is your plan for retaining and optimizing partnerships with each ministry?  

 

Vital strives to position itself as the go-to department that houses the corporate services specialists who 

provide quality backroom functions and as a catalyst/integrator/value creator to drive productivity and 

innovation across the civil service by sharing best practices and collaborating. Vital has developed a good 

working relationship with service partners over the years, judging by a six-fold jump in the customer index over 

the years, and now hopes to bring the relationship to a stronger level of trust, strategic partnership, and shared 

accountability to drive greater efficiencies, cost savings, and resource optimization, as well as provide a 

resource for automation, analytics value-add and better risk control. Vital will stay close to the pulse of service 

partners’ needs and anticipate new service requests to stay relevant and future-proof itself for the whole-of-

government.  
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You mentioned annual proficiency tests for all employees. Can you tell us more about that? Is this a 

standardized test, or is it split by department? How did you introduce and get buy-in for this? 

 

Vital introduced the annual proficiency test 5 years ago. It used to be an annual pen-and-paper test to refresh 

operational knowledge. This year, we are reviewing the method in order to make the learning system more 

robust, interesting and efficient. We are also seeking to build-in scenarios as part of on-the-job training to close 

the loop on errors committed and learn from those experiences.  

 

You have a rigorous CRM and Service Management System. How are you using data analytics to 

capture service measures, and what are you doing with the data? 

 

The use of customer profiling and monthly traffic light reporting has helped to identify gaps and the need to 

work on complex cases early, before customers turned ‘unhappy’, resulting in reactive engagements.  

Vital tracks errors and lapses through a 

monthly tracking sheet with accuracy 

and timeliness data using ‘traffic lights’ 

to monitor customer satisfaction and 

service delivery timelines. Quarterly 

customer reports on Vital’s KPIs and 
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customer issues/alerts are submitted to customer agencies on a monthly basis. Vital reviewed the top ten list of 

errors committed in the past year as an organisation so that we can devote sufficient management attention to 

these. 81% of all errors and lapses at Vital in the last FY can be attributed to 10 sub-processes or lines of 

service offerings that have gone awry. This allows us to better focus on the sub-processes for improvement. 

 

On the flip side, how do you ensure all employees are proactively tracking themselves? 

 

Vital handles more than 1 million transactions annually and with large numbers, there will be errors committed. 

Vital tracks errors and lapses through a monthly tracking sheet with accuracy and timeliness data using ‘traffic 

lights’ to monitor customer satisfaction and service delivery timelines. When an error is committed, either known 

through a service partner or through the update of Vital’s internal error & lapses database, Vital will conduct its 

own investigation and review the process with internal auditors to come up with control mechanisms to prevent 

recurrences. The Function Heads will issue and share circulars to document the learning and process. With its 

service partners, Vital will hold meetings to solicit their feedback, and obtain their cooperation to make 

improvements on their end, if applicable. At the Vital management level, the error is captured through an 

analytics spread sheet and a periodic clearinghouse for errors and lapses, which staff honestly and voluntarily 

update. Vital’s management team sees it as a priority to stop these problems, by timelines. Most importantly, 

Vital staff must be convinced that achieving low error rates and zero-ing in on high impact cases are key to 

Vital’s success. Vital tracks E&L as a corporate goal indicator and it has been reduced by 79% over 4 years.  

 

What is the process for sourcing technology for your many portals and programmes? 

 

Vital has a team of IT professionals under secondment from another government department, Infocomm 

Development Authority (IDA), Singapore, which is charged with the IT roadmap, blueprint and development for 

both public and the national sectors. Through consultation with our service partner and Vital’s own management 

discussion at planning meets, Vital constantly sources and budgets for IT solutions to meet the evolving needs of 

the shared services landscape.  
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What are 3 things all SSC 

leaders should do in order to 

ensure a successful SSO? 

 

All SSC leaders need to have 

the innate ability to look beyond 

the day-to-day tactical tasks and 
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strategize to ensure the SSC is relevant and ready for ‘tomorrow’. The leaders also need to be natural change 

leaders who can influence and motivate their staff and their service partners to move in the same direction to 

achieve common goals. Vital aspires to enable more service-wide productivity, efficiency and innovation by 

leveraging analytics and automation, and to be engaged to handle new business areas in terms of data analytics, 

business intelligence, enabling technologies and deeper engagement with service partners. Vital is also ramping 

up its standardization efforts to reduce more than 800 (of which more than 200 are unique) lines of services by a 

couple of hundred, and remove duplication in processes through value streams and process mapping. These are 

all important means to getting any SSC on its journey toward excellence.  

 

You mentioned an Annual workshop where your employees learn from both private and public sector. 

What are 3 of the smartest CRM practices you've implemented yourself or seen at peer organizations? 

 

Vital first engaged Accenture to do a benchmarking study on us in 2008. Vital also formed study teams to visit 

other SSCs in Manila, the Philippines and India (Bangalore). A key outcome from this study was the setup of 

Vital’s Service Management group in 2009.  
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Vital has done well in transforming itself into a customer-centric organization. Over the years, Vital has achieved 

good results after setting up a Service Management cluster. This comprised a customer helpdesk handling 100k 

service requests and phone-calls annually, a case management system, and an account management team. 

 

The implementation of the Service Management Framework in 2009 not only strengthened Vital’s relationship 

with service partners, but also aligned the expectations of officers from Vital and agencies. Through regular 

engagement, the Account Managers had improved accountability for service delivery and built credibility into the 

organization structure. Service quality has been raised to higher standards as work requests and enquiries are 

more closely tracked for greater responsiveness and quality delivery.  

 

Build Social Capital and CRM Infrastructure  

 

The implementation of the Customer Service Framework not only strengthened our relationship with service 

partners, but also aligned the expectations of officers from Vital and agencies. Through regular engagement, the 

Account Managers offered improved accountability for service delivery and built credibility into the organizational 

structure. Service quality is today raised to higher standards as work requests and enquiries are more closely 

tracked for greater responsiveness and quality delivery.  

 

There are 8 full-time account managers supported by four full-time customer helpdesk executives. There is also 

a case management system where customer can lodge requests up to ‘emergency’ tier levels at the press of a 

button. Vital’s online case management portal (to be replaced with an improved one next year) allows us to 

receive service requests from service partners centrally and prevents jobs being lost or delayed.  

 

A service escalation framework was introduced whereby jobs that were not completed by the 3rd, 7th, 10th and 

20th working day were brought to the attention of the Section Manager, Head, Directors and Vital CE 

respectively, to determine cause and remedy.  
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Vital also launched a customer service campaign 

called ‘GEMS’ (Going the Extra Mile for Services), 

which lauded Vitalites for going the extra mile for their 

partners. Some resulting stories tell of HR officers 

providing benefits briefings to retiring or disabled public 

officers at their premises long beyond working hours. 

 

Vital had embarked on a Customer Perception 

Program to understand customer experiences and 

identify gaps that would help Vital and agencies 

achieve service improvements in high-touch processes 

– for example by reviewing how agency-officers feel 

about Vital's Appointment Formality sessions and 

medical services during medical screening. The 

information gathered through these projects allows 

Vital to identify potential areas of process 

improvement, and hence deliver a better customer 

experience. 

 

Vital’s respective Business Functions also hold 

practitioners’ meetings, regular focus groups, sharing 

sessions and a combined Communities of Practice 

annually to gather feedback, update on new services, 

share trends and conduct educational briefings on 

existing practices and processes for better compliance 

by Agencies and swifter service by Vital.  
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VITAL's shared services centre is clearly a complex and multi-faceted organization of excellence, and "business" 

is sprinkled throughout your description: What are the core foundations that you believe sets you apart? 

 

Vital is guided by its vision, mission, core values, integrity, catalyst for change and a caring team. It also has its 

service attributes embedded in its service management framework to build a strong and strategic partnership 

with its service partners and system and policy owners.  

 

Vital’s core foundations are based on the following: 

 

a) Being a strategic partner to the service partners we serve and support, with whom we have shared 

accountability in delivering outcomes.  

b) Best practices and fostering an innovative culture to be a centre of excellence.  

c) Adapting continually to stay relevant and create the capacity to be future-ready.  

 

As Vital crosses its 10th year mark in 2016 (July), it is ready to be transformed from providing transactional 

services to providing innovation-driven and value-added services – for example, in procurement – and it will 

continue to explore more demand aggregation opportunities and new services.  

 

Vital will be a strong proponent of automation and data analytics via its customer platforms and IT deployment. 

Vital is embarking on a transformation journey with MOF and the rest of its agencies to refine policies, review 

charging models, and build up the key functions of HR, Payroll and Finance Services into Centres of Excellence 

based on specialist skills in back-of-house operations to support WOG corporate services. Through the sharing 

of information and resources across participating agencies, Vital and its agencies have achieved deeper insights 

into transactions and payment processes. 
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90% of SSON’s survey respondents said that process 

improvement should be everyone's responsibility, but only a small 

percentage has actually implemented a BPM programme. With 

approximately 10% of your staff already Black Belts, what impact 

has this had on VITAL's success? Is the investment in training 

showing up in value provided? 

 

At Vital, we seek to innovate and improve processes across functions. 

Vital used a hybrid of the LEAN methodology and Six Sigma approach 

and collaborated with service partner agencies over three tranches of 

workshops and certifications. Each project focuses on understanding 

and increasing customer value, thereby reducing the cycle time of 

product or service delivery. To date, 30 projects had been identified. 

The two customer-focused projects have these things in common: 

 

a) Removal of waste in resources and FTEs and in one of the two 

cases, further utilisation of statistical and data-based tools such as 

Audit Command Language (ACL) to measure and detect defects; 

b) Reduction of the cycle time or time standards; and 

c) Streamlining and smoothing workflow. 

 

So far, Vital has deployed Lean Six Sigma in about 23 projects and has 

succeeded in eliminating over 40 types of wastes, and delivering 

$300,000 in potential annualised savings. 30 Vitalites have undergone 

certification programmes including training workshops, with 17 having 

obtained Green Belt certification last year.  
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If we were to graph the increase in number of services provided with costs savings and compare it to the 

value you are providing your customers, what would that look like? In other words, at what point will cost 

savings stagnate and value double? Are they correlated? 

 

Cost savings and value-add are closely related as both can ultimately be quantified into either monetary or/and 

headcounts costs. Vital is built on cost-recovery and co-funding from the Singapore Ministry of Finance. Its volume 

of transactions has grown from 700,000 to more than 1 million over the last eight years. Headcount wise, Vital has 

streamlined transactions requiring 900+ staff to today’s 450 staff, with a total of 106 service partners. This reflects a 

six-fold increase in agency accounts over the past eight years.  

 

Vital is also keenly aware that with system enhancements and automation, some service lines may become 

redundant. It is important that Vital plans ahead for new growth areas, therefore, and anticipates core competencies 

that align with partners’ needs so that we can remain catalysts for change. This is achieved through aggressive 

streamlining, standardization, process re-engineering and productivity. We can expect Vital to continue to add both 

value and cost savings well into the next decade. This journey will be guided by our Vital 2020 roadmap.  

 

With your numerous technologies, how are you managing vendors and your relationships with them? Can 

you share examples on some of your partners?  

 

Here are 3 examples of how we work closely with vendors appointed through open Government tender exercises: 

1. Raffles’ Medical Group – as the civil service’s medical services provider, Raffles works with Vital to provide 

timely and efficient medical screenings for public officers at different stages of their career in service, for 

example, at appointment, postings, awards … to name a few. 

2. PriceBreaker – Vital’s Travel Management Services appoints PB as its master air ticketing agent. Savings are 

garnered through building a critical mass of demand for issuing tickets for official trips.  

3. HCL Group – Vital has appointed HCL to work on a new one-stop case management system for its service 

partners that seeks to address and track service requests of partners from initiation to closure.  
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How do you think Vital is changing the face of Public Sector 

agencies, a sector notorious for having long processes for 

approval and stake-holder buy-in? 

Vital is not a public-facing organisation. Our service partners are all 

public service agencies. As such, the public will not directly feel our 

impact in general. Nevertheless, as a Whole of Government Horizontal 

Integrator, we hope that our efficiency, value-add and innovative culture 

can be a positive influence and act as a catalyst for public-facing 

agencies to adopt.  

 

Last question, why did you apply for the SSON award and what do 

you think its impact will be on your team and organization? 

The pursuit of awards is not for award’s sake. The pursuit of awards 

seeks to tap into the very human psyche that everyone wants to work 

for a winning team. These awards help to establish Vital’s competency 

in the eyes of SSON members. In pursuit of being world-class, the 

challenge is to create the conditions for which members of the 

community believe that this is possible. Given the historical, rocky 

beginnings of the organisation, this was difficult at best and awards 

help.  In the process of applying for these awards, the organisation and 

its members also became more aware of what well-run organisations 

look like and what challenges are faced. This allows a basic form of 

benchmarking and spurs improvement in organisational excellence.  

 

Having won some SSON awards in the past, we were also in a stronger 

position to talk to companies participating in regional events. Two of our 

engagements, with DHL KL and BASF KL, came about as a result of 

SSON connections. 
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Further Information: 
SSON thanks VITAL for hosting SS&O Week Attendees at their Shared Services 

Centre in Singapore this past September. 

 

The 18th Annual Shared Services & Outsourcing Week will be taking place 

November 16-19, 2015 at the MAX Atria @ Singapore Expo, Singapore. 

Download the 2014 Post-Show Report now 

www.ssweekasia.com 

http://www.sharedservicesweek.com/redForms.aspx?id=389080&frmType=Brochure&mLoc=F&sform_id=316492&isbrochure=true&m=1884&eventid=7043&utm_source=external&utm_medium=WhitePaper&utm_campaign=10351.009%2B-%2B-%2BRETENTION%2B-%2B00%2BMarketing%2Bthrough%2BStakeholders%2B(Sponsors)&utm_term=BROCHURE&utm_content=Image&MAC=MIDMARKETREPORT&disc=MIDMARKETREPORT
http://www.ssweekasia.com/redForms.aspx?eventid=1000789&id=389080&FormID=11&frmType=1&m=34981&FrmBypass=False&mLoc=F&SponsorOpt=False
http://www.ssweekasia.com/redForms.aspx?eventid=1000789&id=389080&FormID=11&frmType=1&m=34981&FrmBypass=False&mLoc=F&SponsorOpt=False
http://www.ssweekasia.com/redForms.aspx?eventid=1000789&id=389080&FormID=11&frmType=1&m=34981&FrmBypass=False&mLoc=F&SponsorOpt=False
http://www.ssweekasia.com/
http://www.ssweekasia.com/redForms.aspx?eventid=1000789&id=389080&FormID=11&frmType=1&m=34981&FrmBypass=False&mLoc=F&SponsorOpt=False

