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Background   

See poster appended/ below 

Methods 

See poster appended/ below 

Results  

 See poster appended/ below 

Lessons Learnt  

See poster appended/ below 

Conclusion  

See poster appended/ below  

Additional Information  

The innovation has been implemented and adopted for 17 months to date since Feb 

2021 at 3 of our Nursing Homes. (Jurong West, Geylang East, Chai Chee) 

Subsequent scaling and replication of operational workflow to our 3 nursing home has 

been carried out post opening: 

Jurong Spring: Aug 2021 

Pasir Ris: Apr 2022 (Partial implementation) 

Tampines: May 2022 (Partial implementation) 

Facial recognition panels have since been installed and are in use, but registration 

kiosks for our Nursing Homes at Pasir Ris and Tampines are still pending installation 

due to severe supply chain disruptions due to the COVID-19 pandemic. Visitors can be 

pre-registered to use the system currently, instead of performing self-registration after 

kiosks are ready. 
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Facial Recognition Visitor Management System (FR-VMS)

Background Business Case

Change Strategy and Methodology Outcomes and Impact

Learnings & Scaling Implementation

Objectives03

● Improve security access control, data accuracy and

availability

● Transform visitor management role and automate

processes to achieve productivity gains

● Standardise and enhance visitor/caregiver

experience

Impetus for Change02

● Fenceless designs of future nursing homes to

promote community integration

● Lean manpower for operational sustainability

● Drive towards increased workforce productivity,

digitisation and task automation

● Need for quick response to contact tracing or

changes to visitor guidelines

Nursing Home 

Challenges
01

1. Achieving 100% security and access control for

designated visitors

2. Hiring manpower for visitor management

3. Managing visitor experience and administration

Business Process 
Re-engineering

Change 
Management

Project 
Implementation

James Lim, Kwek Mei Chen, Chanel Siew, Sim Tan Rui, Chung Bei Yan, Lim Zhi Yuan, Criss Ang, Zamil Osman, Esther Yeo, Arthur Chan

(Residential Care Division)

©NTUC Health Co-operative Limited 2022

● Inaccurate and 

missing records

● Physical monitoring 

of visitor movement

● Inadequate and 

incomplete contact 

tracing

1. Security and 
Access

● Manual 

registration and 

pass exchange

● Non-value added 

activities taking 

time away from 

core duties

2. Manual Process 
and Stretched staff

● Repetitive 

registration every 

visit

● Time consuming 

manual processes

● Visitors growing 

impatient

3. Unsatisfied and 
frustrated caregivers

● Inadequate security 

system and 

measures

● Manual tracking of 

data was onerous 

and erroneous

● Low productivity

● Inefficient 

allocation of 

resources

● Non standardised 

customer experience

● Inefficient and 

inconvenient visitor 

journey

Through process innovation and workflow transformation, the team was able to eliminate
● Non value-added activities: Manual administration of visitor records, physical issuance

and return of visitor passes, physical temperature taking and records during pandemic
● Bottlenecks: Manual registration and keying of details at reception

[Root Cause Analysis]

Establish 
Workflow

Infrastructure
& Hardware

UI/UX &
Software

Go-Live Prep
Training, UAT &

Feedback

Project details were shared with all stakeholders throughout the project life cycle and
feedback was also actively sought out through town halls, existing feedback channels as
well as user testing.

● Expect the unexpected
○ Challenges from the global pandemic introduced many unforeseen variables such

as global supply chain disruptions and new requirements for visitor management
● Change management takes time

○ Sufficient time needs to be invested in understanding ground concerns and
transitioning to new initiatives

● Constant reflection and refinement
○ Plans can change and we must remain flexible to ensure solutions are relevant and

applicable to all contexts and site specific constraints

3 X 6 X

Feb 2021 2022

Mar 2020 Feb 2021

Improved 
Customer 

Satisfaction
Future 
Ready

Enhanced 
Security 
System

Pandemic 
Ready

Greater 
Productivity

The team had successfully transformed the role of visitor management and enhanced our
customer/visitor journey at our nursing homes. Through IT adoption and automation, we were also
able to achieve productivity gains and future-proof ourselves against subsequent pandemics.

Positive feedback from staff on new implementation
● Security access is now easily and accurately controlled with facial recognition
● Visitor movement monitoring and analytics is now possible and straightforward
● Contact tracing is also easily done by extracting visitor details, when required
● Survey data showed improvement in staff satisfaction and 4.02 average score for

ease and convenience in registration and access

Productivity gain through man hours saved

● Pre-implementation process = 137.5 hours
● 12 months post-implementation = 11.25 hours

● 126.25 man hours saved per month per NH
● Estimated $59,112 cost savings per year for 3 nursing homes

Positive feedback from caregivers and visitors experience
● Visitors are no longer frustrated about having to repeat the manual and time

consuming registration process for every visit
● Visitors are impressed with the “advanced” facial recognition technology in place
● Survey data we collected from a small sample of visitors showed 114% increase in

satisfaction with visitor experience, increasing from baseline score of 2.3 to post
implementation score of 5 on a 5-point likert scale

Project team members consisted of operation managers for our 3 new nursing
homes, ensuring seamless implementation and application of lessons learnt.

Pre-Implementation Post FR-VMS Satisfaction Improvement

3.6 4.0 11%
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