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1. WHY JOB REDESIGN?




OUR LABOUR MARKET IS SHRINKING
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OUR LABOUR MARKET IS SHRINKING
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OUR LABOUR MARKET IS SHRINKING
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OUR POPULATION IS AGEING

1970 1990 2010 2017

Residents aged
20-64 years
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OUR POPULATION IS AGEING

In 2030, Singapore will have

We need to keep older workers meaningfully
in the workforce for as long as possible

Source: Department of Statistics
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OUR DEPENDENCY ON FOREIGN WORKERS

II Between 2011 and 2014, workforce
growth at 4% caused also 4% in GDP
growth, despite no gains in productivity.
And in 2015 and the first half of 2016, also
with flat productivity growth and 2%
workforce growth, GDP growth was

only around 2%. ,’

(( ...projected GDP growth this year will
come from productivity gains, since total
employment change - the other component
of GDP growth - is likely to be flat or even
negative... Without productivity gains, we
will eventually lose our competitiveness.
Wages will stagnate too. , ,

Manpower Minister Lim Swee Say

Sources:
1Speech by Manpower Minister Lim Swee Say at SBF Productivity Conference and Exhibition 2016 9

© MERCER 2018 2The Business Times, “Productivity growth this year expected to be about 3%: Lim Swee Say”, published 24 Nov 2017



OUR DEPENDENCY ON FOREIGN WORKERS

2012 2013 2014 2015

Resident

T 2.12M 2.14M 2.19M 2.23M

Foreign Workforce 1.27M 1.32M 1.36M 1,39M

Foreign Workforce

0 0 0
Growth 4.2% 2.6% 2.3%

Total Workforce : 3.4M 3.5M 3.6M

Workforce Growth 2.44% 2.53% 2.26%

GDP Growth 4.4% 2.9% 2.0%

Productivity
Growth

0.3% -0.8% -0.2%

Source:
http://stats.mom.gov.sg/Pages/Labour-Force-Summary-Table.aspx

© MERCER 2018 https://www.mti.gov.sg/ResearchRoom/Pages/Economic-Surveys-ESS.aspx?tag=Research%20Room
http://www.mom.gov.sg/documents-and-publications/foreign-workforce-numbers




OUR DEPENDENCY ON FOREIGN WORKERS

IIWith an ageing population, our local
workforce will grow much slower in
future. At the same time, we are also
moderating the increase of foreign
manpower. Manpower could become the
bottleneck of our future growth, unless we
speed up efforts to become a more
manpower-lean economy and a
productive workforce. ’ ’

IILiberaIIy opening the floodgates to foreign
manpower is not an option, as this would
make Singaporean workers a minority within
their own land, so the only solution is to find a
way to achieve a “quantum leap in

productivity.” ,,

Manpower Minister Lim Swee Say

© MERCER 2018




PRODUCTIVITY UPLIFT IN 2017

I(In the past five years, productivity
growth has languished at between
minus 0.2 per cent and 1 per cent despite
efforts to help firms and workers upgrade.
In 2017, it shot up to between 3 per cent
and 3.5 per cent, due to an improving
global economy and a tightening of the
inflow of foreign workers. ”

Prime Minister Lee Hsien Loong

While productivity has improved,

the well-being of the workforce is unknown

1. Singapore economy grew by 3.5% in 2017, says PM Lee Hsien Loong in New Year message — The Straits Times, 2017 12
© MERCER 2018




PRODUCTIVITY IS NOT JUST ABOUT NEW
TECHNOLOGY AND FUTURE SKILLS

KNOWLEDGE &
TOOLS & EQUIPMENT ABILITIES

* Machine learning « Future proofing the
* Artificial Intelligence economy
* Robotics _ * Social mobility
» Workforce mobility
JOB

REDESIGN

* Machine augmentation
* Process optimisation
* Better allocation of responsibilities

v’ Manpower-lean v Employee v' Workforce
workforce well-being productivity

© MERCER 2018



Job design

Look at Wha € work should be done in a job and
NOW the work should be done



Job re-design

Re-look at W QT work should be done in a job
and NOW the work should be done



2. WHAT MAKES JOB REDESIGN
CHALLENGING?




NOT A ONE-SIZE-FITS-ALL APPROACH

Our economy is made up of different types of companies with different
levels of access to job redesign

RESOURCES AMBITION
EXPERTISE

© MERCER 2018



OBSTACLES TO A SUCCESSFUL JOB REDESIGN

Work design influences multiple Individual differences complicate
outcomes job design

Difficulty in choosing a unit of New jobs need to be created as
analysis part of growth or downsizing

Difficulty in predicting a job

. Long-term vs short-term effects
before it exists

© MERCER 2018



EMPLOYEES AT THE CENTER OF IT ALL

Will | be
removed from

the job after the Will my job be
redesign? made more

difficult?

Why does my job
need to be
redesigned? Am |
not performing
well?

Employees need psychological security during job redesign

© MERCER 2018



DEBUNKING MYTHS ON SILVER AGE WORKERS

CONCEPTUAL ILLUSTRATION

Fluid Cognitive Ability
—  Crystallised Cognitive Ability

COGNITIVE
ABILITY

AGE

= Fluid ability broadly reflects abilities that are involved in new learning or problem-
solving performance and generally peak somewhere in the twenties of thirties and then
generally decline with increasing age

= Crystallised ability refers to intelligence gathered through knowledge and experience

Older people are able to offset declines in cognitive abilities with
knowledge and skills acquired through experience

© MERCER 2018



3. HOW TO MAKE JOB REDESIGN
REALLY WORK?




ADDRESSING DIVERSE JOB REDESIGN NEEDS

Job Redesign Job Redesign Job Redesign
“QUICK-START” “LITE” “HOLISTIC”

Quick solutions focusing Easy-to-implement 5-step Full-scale job-redesign
on common issues faced process methodology for high
business impact

SUCCESS STORIES
PILOT STUDIES

© MERCER 2018




STRIKING THE RIGHT BALANCE

* Less mental overload

* Reduce physical
requirements
* Reduce environmental

» Physical comfort
» Reduced physical stress
* Reduced fatigue

Biological

IIIustratlve

* Financial costs
* Inactivity

» Specialisation  Efficiency
» Decreased satisfaction
Mechanistic « Simplification  Easier staffing -
. e « Decreased motivation
* Repetition * Reduced training
» Variety Sat.'SfaCtlon. : * Training
L * Intrinsic motivation
Motivational * Autonomy . * Errors
S * Retention
» Participation . » Stress
» Customer service
* Reduce information- Realsse errors * Boredom
Perceptual : ) » Fewer accidents
processing requirements « Monotony

stressors

Desired output should tap on the benefits and avoid the costs

Source: Work Redesign: Eight Obstacles and Opportunities — Michael A. Campion, Troy V. Mumford, Frederick P. Morgeson, and

© MERCER 2018 Jennifer D. Nahrgang
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AVOID JOB REDESIGN PITFALLS

BROAD WORK RE-DESIGN
APPROACHES

Uncoupling -

Enlarged

POSSIBLE OUTCOMES

Overloaded

Unstacking i .

Tasked not

Segmenting Sl performed

Separate tasks into two jobs at the same

Uncoupling - ﬂ
level
. Separate tasks into two jobs at different
Unstacking - |
evels

Take portions out of other jobs and Re-configured Impoverished

Segmenting - -, mpine them into a new job

Source: Work Redesign: Eight Obstacles and Opportunities — Michael A. Campion, Troy V. Mumford, Frederick P. Morgeson, and
© MERCER 2018 Jennifer D. Nahrgang




LOOKING AT THE BIG PICTURE

» Training  Efficiency

* Mentoring » Effectiveness

* Inclusive work » Teamwork
practices and culture

Sustained
gainful
employment of

older workers

Demands of the job Willingness to continue
commensurate with employing older workers
the cognitive, sensory Willingness to continue
and motor abilities of investing in age-inclusive
older workers workplace practices
 Job fulfilment Willingness to support job
re-design efforts

© MERCER 2018



EMBRACING CHANGE

Action
Alignment

Commitment

Understanding

Awareness

| recognize the | accept the facts I’'m willing | make a mental | actively support l act on my
key ideas and logic behind to try contract to support the direction commitment
the ideas change

GET IT SUPPORT IT

Top (Management/Team) Executives as Role Models and Change Leaders
Senior and Middle Management as Change Agents

Organizational Culture Drivers and Support Systems

© MERCER 2018




4. SUCCESS STORIES




JOB REDESIGN SUCCESS STORIES: LAWRY'’S
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JOB REDESIGN SUCCESS STORIES: LAWRY'’S

R
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JOB REDESIGN SUCCESS STORIES: CPF

KEY REALISATIONS IN RECRUITING MATURE EMPLOYEES

— Life experiences brought to the job
— Skillsets required for service delivery cannot be taught in school
— Relate better with CPFB’s clientele base who consist of older individuals

— Shorter peak periods from 10am to 3pm daily

Option A lllustrative

JOB REDESIGN FOR MATURE EMPLOYEES
— 2 month’s training:
Proficiency assessment conducted upon hire
Modular-based/compartmentalised approach
To be trained in at least 2 modules
Training period may be extended
Can take up new modules over time

— Option to work either 21, 28 or 30.5 hours per

week
Option B Option C

© MERCER 2018



JOB REDESIGN SUCCESS STORIES: CPF

‘I think the key in getting mature employees back to the

workforce is by designing jobs that comprise of simpler

and manageable tasks. Flexibility in working hours
will also play a big part in enticing them.”

“This is my retirement job, | see
myself working here as long as |
am still physically and mentally
healthy.”

‘It is a blessing in disguise -
there aren’t many employers who
are willing to hire mature
employees yet provide them with

o Left: Krish, 58 years old (8 years in CPFB)
so much flexibility.

Right: Anne, 57 years old (1 year in CPFB)

Conducting a “Job Preview Day” would be an important initiative to
give these mature employees a sense of the working
environment and to assess whether the job is a good fit for them.
CPFB practices this for all new hires before confirming employment
and | personally found it to be very helpful in terms of
managing my expectations.

© MERCER 2018

“Learning is a lifetime journey...
in order to assimilate to the
working environment, you must be
willing to immerse yourself in the
organisation and others will
recognise your effort.”

“As there are regular changes and
upgrades, we are always kept on
our toes... this helps keep my
mind active especially at this age.”




THANK YOU!

sean.tan@mercer.com
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