
Swiss School of Business Research (SSBR) 

Faculty of Business and Management 

 

Doctor of Philosophy (PhD) by Portfolio  

 
Module: 3 

 

Assignment: Capstone Project 

 

Capstone Project Title: Overcoming the Business Trilemma: 
Leadership, EQ, and Two Pillars Driving Business Transformation 

 

Total Pages: 78 
 

Wordcount: 8,842 words 

 

Student Name: Robin Leow Kwang Peng  

 

Supervisor: Professor Steve Mallon  
 

Date of Submission: 21 September 2025 

 

Declaration of Originality: I hereby declare that this assignment is entirely my own work and all 

sources used have been appropriately referenced. 

 

 

Signature: _________________________  



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

1 

  

Table of Contents 

S/N Topic Page 

 Executive Summary 

 

2  

Chapter 1 Introduction (background, aims, objectives, research questions) 

 

3 - 8 

Chapter 2 Pillar 1: Consolidation of Savills Operational Businesses  

 

9 - 17 

Chapter 3 Pillar 2: Integrated Command Hub 

 

18 - 26 

Chapter 4 Recommendations 27 - 36 

 

Chapter 5 Conclusion  37 - 38 

 

Annex A 

 

Annex B  

 

Annex C 

 

 

Literature Review  

 

VRIO Analysis of Savills Operational Businesses Integration  

 

Practitioner Frameworks: The Business Trilemma, The 3Es 

(Engage-Educate-Enforce) Behavioral Frameworks, The C3D 

(Clarify–Co-Create–Decide–Debrief) Decision Framework  

 

 

39 - 57 

 

57 - 62 

 

63 - 76 

 Reference 77 - 83 

 

 

 

  



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

2 

  

Executive Summary 

Savills Singapore has entered a decisive phase of transformation, moving from a traditional service 

orientation to an integrated and intelligence-driven facilities and property management leader. The 

organisation’s purpose is to help people thrive through places and spaces, and its growth strategy 

builds on two mutually reinforcing pillars. Pillar 1 consolidates facilities management, property 

management, cleaning, and engineering into a single operating ecosystem led by Savills Property 

Management Pte Ltd. Pillar 2 builds an Integrated Command Hub to unify workflows, data, and 

decisions across service lines and to enable predictive, transparent, and outcome-based delivery. 

The thesis addresses three forms of fragmentation that constrain performance in the sector. 

Operational fragmentation isolates business units and dulls cross-unit synergy. Technological 

fragmentation locks data in disconnected building and vendor systems. Cultural fragmentation 

arises from acquisitions and legacy practices that dilute shared ways of working. To resolve these 

issues, Savills deploys an integrated operating model aligned to national strategies including the 

BCA Smart FM Guide, the Singapore Green Plan 2030, and the National AI Strategy 2.0. 

Dynamic capabilities provide strategic logic for transformation. Savills strengthens sensing 

through participation in national Smart FM committees, scanning ESG and regulatory change, and 

monitoring digital innovations such as IoT, predictive analytics, and agentic AI. It strengthens 

seizing through investments in the Integrated Command Hub, targeted acquisitions, workforce 

upskilling with AI Singapore and Institutes of Higher Learning, and selective pursuit of regional 

tenders.  

A VRIO assessment highlights differentiators that are valuable, rare, difficult to imitate, and well 

organised. These include Property Cube as an in-house CMMS platform, an integrated delivery 

model across FM, PM, cleaning, and sustainability, and the Command Hub as a future core asset. 

The growth plan is supported by governance pathways to ISO 41001, 55001, 27001, and 42001 

and by the Cyber Trust Mark, creating credibility for public and institutional tenders and regional 

clients. The research also recognises the growth–agility paradox. As organisations scale, they risk 

bureaucracy, slower decisions, and rising risk aversion. Savills addresses this through decision 

rights near the work, minimum viable governance, ambidextrous design that separates exploration 

pilots from lean run operations, quarterly Sense–Seize–Reconfigure cadences, and small outcome-

focused squads.  

The thesis contributes three practitioner frameworks to sustain these outcomes: the Business 

Trilemma (balancing profitability, staff welfare, and client satisfaction), the 3Es (sequencing 

behavioural change), and the C3D model (embedding governance and organisational learning in 

everyday decisions). Ultimately, this transformation is guided by Savills Singapore’s vision: 

“To be the largest and most preferred facilities and property management partner in Singapore, 

driving excellence through innovation, sustainability, and integrated service delivery.” 
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Chapter 1: Introduction 

The Savills Singapore Organisation  

Savills plc, founded in 1855 in London, is a global real estate services leader listed on the London 

Stock Exchange since 1988. Its strategic expansion into Asia began with the 1997 merger with 

First Pacific Davies (Savills, n.d.), establishing a significant presence across the Asia Pacific 

(APAC) region. Today, Savills employs over 40,000 professionals globally, with a dominant share 

of its workforce based in APAC.  

 

The Vison and Culture at Savills  

At Savills Property Management Pte Ltd, the wholly owned subsidiary of Savills Singapore Pte 

Ltd, which encompasses both the Facilities Management and Property Management business units, 

the organizational purpose is “to help people thrive through places and spaces.” This is supported 

by values such as being heard, empowered, collaborative, and challenged, intended to foster 

engagement and innovation. 
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Savills Property Management Pte Ltd (SPM), formerly known as Chan Kok Hong Property 

Consultant Pte Ltd, primarily manages the MCST projects and was acquired by Savills Singapore 

in 2015. Savills FM was launched in Singapore on 1 January 2019 with a growth mandate to build 

an integrated service platform from the successful property management business outfit 

established more than 30 years. In five years, the FM business secured marquee clients across 

commercial, institutional, and residential segments; Savills Singapore also acquired a cleaning 

company (AMS); and is planning to integrate the facilities and property management business with 

an engineering services arm (Bumblebee Engineering) by FY2025. The FM, PM and AMS 

revenues surpassed SGD 50M each in FY2025, with strategic scenarios modelling SGD 300M–

540M by FY2030 under different CAGR paths integrating with the property management, cleaning 

business (AMS) and the bumblebee engineering. The operating footprint spans >220 MCST 

projects (predominantly residential) with ambitions to increase non-residential share and deepen 

cross sell of integrated services (PM + FM + AMS + Engineering). 

This scaling context exposes fault lines: fragmented data platforms; variable site maturity; uneven 

decision rights; over reliance on senior leadership judgement; and limited post decision learning. 

As the organisation participates in public sector tenders (e.g., Republic Polytechnic Integrated FM, 

Building & Construction Authority engagements) and regional collaborations (includes Hong 

Kong, Vietnam), decision governance becomes a strategic enabler, both for execution excellence 

and for bid credibility. 

A 2024 McKinsey study revealed that 67% of global FM firms are actively investing in integrated 

platforms to drive performance improvements. Global competitors such as Cushman & Wakefield 

have already launched AI-powered command centres, setting new industry benchmarks for 

predictive maintenance and outcome-based service delivery. In Singapore, public sector tenders 

are increasingly favouring providers with integrated, tech-enabled service models illustrated by 

recent wins in healthcare and education sectors underscoring the urgency of Savills’ transformation 

strategy. The APAC FM market is projected to grow at a CAGR of 7.4% between 2024 and 2030, 

driven by urbanisation, ESG mandates, and digital transformation (McKinsey, 2024). Singapore 
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alone represents USD 4.2 billion in annual FM spending, with increasing demand for smart 

building solutions and sustainability-focused services (BCA, 2024). This market potential 

underscores why Savills is prioritising FM and PM as core growth drivers. 

Savills Singapore Operations and Strategic Direction 

In Singapore, Savills operates through a suite of specialist entities under Savills Singapore 

Private Limited, including: 

• Savills Property Management Pte Ltd (SPM) which is responsible for delivering 

integrated facilities and property management (FPM) services 

• AMS Pte Ltd (AMS) a subsidiary focused on cleaning, disinfection, and environmental 

hygiene services 

• Alpina Pte Ltd (FMS)1 an acquisition to strengthen in-house FM engineering capabilities  

SPM serves as the operational nucleus of Savills’ facilities and property management business in 

Singapore. As part of its 2025 to 2030 strategic plan, the organisation is progressively aligning the 

capabilities of its cleaning (AMS), FMS, and facilities management arms to deliver a more 

integrated and client-centric service model. 

Rather than operating as separate service silos, each business unit will retain operational autonomy 

while increasingly collaborating under a shared service vision led by SPM. This coordinated 

service alignment is designed to streamline operations, improve cost-effectiveness, and enhance 

delivery to clients, particularly in projects requiring bundled services. As one Chinese proverb 

wisely notes,  

“When the wind of change blows, some build walls, others build windmills” (Proverb cited in 

Anthony, 2012).  

The SFP industry can either resist transformation by entrenching legacy practices (building walls) 

or harness change as a strategic enabler (building windmills). For Savills, the imperative is to build 

windmills, leveraging transformation not just for survival, but for market leadership. The 

philosophy of embracing disruption echoes Steve Jobs’ dictum:  

“It’s better to be a pirate2 than to join the navy” (Isaacson, 2011).  

At the organisational level, the challenge is compounded by integration needs: uniting FM, PM, 

cleaning, engineering, and sustainability services under one coherent strategy, while 

simultaneously introducing a technology-enabled Integrated Command Hub. These dual 

objectives frame the core of this Capstone: a two-pillar strategy for transformation. 

 

 
1 FM Services Pte Ltd (FMS)- a pseudonym used for academic presentation  
2 Pirates, in Jobs’ metaphor, represented creativity, non-conformity, and the willingness to challenge industry norms, qualities that resonate with 

SFP organisations striving to redefine their value proposition. 
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Rationale for Research 

SFP organisations today face three types of fragmentation: 

1. Operational fragmentation: Service lines function as silos, with limited cross-unit synergies 

(Atkin & Brooks, 2015). 

2. Technological fragmentation: Building management systems are disparate, vendor lock-ins 

limit integration, and client digital maturity is inconsistent (McKinsey, 2020). 

3. Cultural fragmentation: Acquisitions and legacy practices create diverse subcultures that risk 

undermining strategic alignment (Schein, 2010). 

These fragmentations reflect what Beer and Nohria (2000) termed the competing logics of Theory 

E and Theory O in change management3.  

Furthermore, SFP organisations face a strategic dilemma akin to Tushman and O’Reilly’s (1996) 

concept of the ambidextrous organisation4: balancing exploitation (efficiency, refinement, scale) 

with exploration (innovation, experimentation, and business model change). Exploitation without 

exploration risks obsolescence; exploration without exploitation risks unsustainability. For Savills, 

success requires ambidexterity, running today’s operations efficiently while pioneering 

tomorrow’s innovations. 

  

 
3 Beer and Nohria (2000) distinguish between two approaches to organisational change. Theory E (economic value) prioritises shareholder returns, 

using financial incentives, restructuring, and top-down control to drive measurable results. Theory O (organisational capability) focuses on building 

culture, trust, and employee commitment through participative processes and long-term learning. Sustainable transformation requires integrating 

both approaches rather than adopting one in isolation. Theory E emphasises economic value cost-cutting, shareholder returns, and structural 

realignment. Theory O, by contrast, emphasises organisational capability, culture, learning, and human capital development. Most transformations 

fail because they prioritise one logic while neglecting the other. This research posits that Savills must pursue an integrative approach: aligning 

profitability and performance (E) with cultural development and people empowerment (O). 
4 Tushman and O’Reilly (1996) define the ambidextrous organisation as one that can simultaneously pursue exploitation , focusing on efficiency, 

refinement, and execution of existing operations and exploration, engaging in innovation, experimentation, and the development of new products, 

services, or business models. Ambidexterity allows firms to balance short-term performance with long-term adaptability. 
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Research Aims and Objectives 

 

This thesis aims to explore how Savills can transform its SFP business through two interconnected 

pillars: 

Pillar 1: Business Integration: Harmonising FM, PM, cleaning, engineering, sustainability, pest 

control, and landscape services into a unified, synergistic operating model. 

Pillar 2: AI-Driven Integrated Command Hub: Building a centralised platform to consolidate 

operations, leverage predictive analytics, and deliver real-time governance, efficiency, and 

sustainability outcomes. 

The objectives are to: 

1. Analyse the challenges of operational, technological, and cultural fragmentation. 

2. Apply strategic, innovation, and organisational behaviour theories to Savills’ transformation 

journey. 

3. Introduce and test practitioner-developed frameworks (Business Trilemma, 3Es, Clarify–Co-

Create–Decide–Debrief). 

4. Position Savills as a market leader in APAC’s SFP industry by integrating business 

consolidation with digital innovation. 

The study is guided by four questions and the  remainder of this thesis will critically engage with 

literature, present empirical findings, and test these frameworks in the context of Savills’ 

transformation. The ultimate aim is to demonstrate how SFP can evolve from a support service 

into a strategic enabler of organisational success. As John F. Kennedy’s (1962) moonshot speech 

illustrated, bold aspirations galvanise innovation. For Savills, the aspiration is clear: to not only 

adapt to change but to lead it, shaping the future of SFP in Singapore and the APAC region. This 

research seeks to show how to build windmills rather than walls, to operate with the boldness of 

pirates rather than the rigidity of navies, and to demonstrate how SFP can become an arena of 

innovation, sustainability, and leadership excellence.    
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Chapter 2: Pillar 1: Consolidation of Savills 

Operational Businesses  

Savills Singapore Operations and Strategic Direction 

In Singapore, Savills operates through a suite of specialist entities under Savills Singapore 

Private Limited, including: 

• Savills Property Management Pte Ltd (SPM) which is responsible for delivering 

integrated facilities and property management (FPM) services 

• AMS Pte Ltd (AMS) a subsidiary focused on cleaning, disinfection, and environmental 

hygiene services 

• FM Services Pte Ltd (FMS)5 a potential acquisition to strengthen in-house FM service 

capabilities  

SPM serves as the operational nucleus of Savills’ FPM business in Singapore. As part of its 2025–

2030 strategic plan, Savills aims to progressively align these capabilities to deliver a more 

integrated, client-centric service model. This is supported by real-world benchmarks: 

Rather than operating as separate service silos, each business unit will retain operational autonomy 

while increasingly collaborating under a shared service vision led by SPM. This coordinated 

service alignment is designed to streamline operations, improve cost-effectiveness, and enhance 

delivery to clients, particularly in projects requiring bundled services.  

The integration strategy reflects broader industry trends. For example, CBRE’s 2024 APAC FM 

report highlights that 74% of multinational clients now prefer bundled FM services, up from 52% 

in 2021, driven by cost efficiency and sustainability reporting requirements (CBRE, 2024). In 

Singapore, public sector tenders such as the Republic Polytechnic IFM contract demonstrate a shift 

toward integrated service providers, where Savills successfully secured an eight-year contract 

starting January 2025. This win serves as evidence of Savills’ operational readiness and validates 

the integration roadmap as commercially viable. 

Vision of Savills Facilities and Property Management: 

To be the largest and most preferred facilities and property management partner in Singapore— 

driving excellence through innovation, sustainability, and integrated service delivery.  

Objectives and Goals: 

• Achieve CAGR growth between 3% and 15% across FM, PM, cleaning, and engineering 

service lines. 
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• Grow total revenue to SGD 300M by FY2030, driven by organic growth and acquisitions in 

adjacent services (e.g., pest control, landscaping). 

• Expand non-residential portfolio share from 10% to 40% by FY2030, leveraging cross-selling 

of integrated services. 

Financial forecasts are fictitious and for academic purposes only. 

Compound Annual 

Growth Rate 
 FY2025 

($ ‘000) 

FY2026 

($ ‘000) 

FY2027 

($ ‘000) 

FY2028 

($ ‘000) 

FY2029 

($ ‘000) 

FY2030 

($ ‘000) 

SPM 

Facilities Management  $   55,000 $   60,000 $   70,000 $   85,000 $    100,000 $    110,000 

CAGR Upside   8%   15% 

Facilities Management $   55,000 $   55,000 $   60,000 $   70,000 $      80,000 $      90,000 

CAGR Downside   3%   10% 

Property Management  $   55,000 $   60,000 $   70,000 $   85,000 $    100,000 $    110,000 

CAGR Upside   8%   15% 

Property Management $   55,000 $   55,000 $   60,000 $   70,000 $      80,000 $      90,000 

CAGR Downside   3%   10% 

AMS 

Cleaning Service $   75,000 $   85,000 $   95,000 $ 105,000 $    115,000 $    130,000 

CAGR Upside   8%   12% 

Cleaning Service $   75,000 $   75,000 $   80,000 $   90,000 $    100,000 $    110,000 

CAGR Downside   2%   8% 

FM Services  

FMS $ 100,000 $ 115,000 $ 130,000 $ 150,000 $    170,000 $    190,000 

CAGR Upside   9%   14% 

FMS $ 100,000 $ 100,000 $ 110,000 $ 120,000 $    130,000 $    140,000 

CAGR Downside   3%   7% 

 Savills 

Operational 

Businesses 

 $ 285,000 $ 320,000 $ 365,000 $ 425,000 $    485,000 $    540,000 

CAGR Upside   9%   14% 

 $ 285,000 $ 285,000, $ 310,000 $ 350,000 $    390,000 $    430,000 

 CAGR Downside   3%   9% 

Strategic Pillars and Objectives 

Singapore’s facilities and property management landscape is being shaped by strong political 

support for sustainability, smart infrastructure, and workforce transformation, driven by national 

initiatives such as the Built Environment ITM, Green Plan 2030, and National AI Strategy 2.0. 

Economically, despite inflationary pressures and global supply chain volatility, demand for 

integrated FM services remains robust, and Savills FPM has demonstrated resilience through 

localisation and innovation. Socially, changing workforce expectations have prompted a focus on 

career professionalisation, digital upskills, and industry advocacy to attract and retain talent. 

Legally, rising compliance standards such as the Facilities Management Workhead, Progressive 

Wage Model, accreditation schemes and ESG reporting, are redefining service quality, governance, 

and tender eligibility. Environmentally, mandatory green regulations and client ESG mandates 

have positioned sustainability as both a regulatory necessity and market differentiator. 

Technologically, trends such as AI, IoT, and predictive analytics are rapidly transforming FM 

delivery models, with Savills FM responding through digital innovation strategies like the future 

Integrated Command Hub and participation in national smart FM committees. Together, these 

forces underscore the need for adaptive, forward-looking leadership and integrated strategic 

planning to ensure continued growth and differentiation. 
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Savills Facilities and Property Management operate in a dynamic and highly regulated strategic 

environment. To critically assess the current strategy being pursued, the PESTLE6 framework 

(Political, Economic, Social, Technological, Legal, and Environmental factors) offers a 

comprehensive lens for evaluating external influences that shape strategic decision-making. This 

section reviews how each dimension impacts Savills FM's direction and agility.  

 

Strategic Risks and Mitigation 

Risk Impact Mitigation Strategy 

High cost of digital 

transformation (Command 

Hub) 

Budget overruns and 

delayed ROI 

Staged investment phases aligned to AI 

roadmap, external grants from IMDA and 

ESG funds 

Resistance from clients or 

internal teams 

Slower adoption of 

integrated model 

3Es framework (Engage, Educate, 

Enforce) to drive buy-in 

Competitive retaliation from 

global and local FM players  
Loss of key tenders 

Build regional partnerships, position 

Savills as local champion with global 

alignment 

Cybersecurity vulnerabilities 

in Command Hub 

Reputational and 

regulatory damage 

Cyber Trust Mark compliance and ISO 

27001 certification 

 

 
6 A PESTEL analysis is an acronym for a tool used to identify the macro (external) forces facing an organisation. The framework is also used to 

identify potential threats and weaknesses which are used in a SWOT Analysis when identifying any strengths, weaknesses, opportunities and 

threats to a business. (Aguilar, 1967) 
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Organisational Agility and Empowerment 

Savills benefits from strong business-level autonomy and operational agility. The ability to make 

swift decisions without excessive red tape enables the firm to respond quickly to market shifts, 

tender opportunities, and client requirements. This decentralized empowerment structure enhances 

the value and timeliness of strategic execution, contributing to competitive responsiveness. 

Key Resources and Capabilities Assessed via VRIO 

Savills FPM is in the process of developing a Centre of Excellence, currently comprising Health, 

Safety, Security & Environment (HSSE) and Engineering Services. While not yet a fully realised 

asset, it reflects an evolving capability aimed at institutionalising expertise, standardising best 

practices, and enabling future scalability. Once more operationalised and expanded (e.g., to include 

sustainability, digital FM, and training), it has the potential to become a sustainable competitive 

advantage. 

Savills also owns an in-house cleaning company, which contributes to self-delivery strength and 

operational integration. The business is exploring acquisitions in Mechanical & Electrical services 

and other adjacent areas to reinforce its value chain and potentially enhancing its VRIO7 profile. 

Organisational Structure: Agility and Empowerment 

Savills FPM's empowered business unit structure allows for rapid, decentralised decision-making, 

fostering innovation, responsiveness, and execution agility. This resource is Valuable, not entirely 

Rare in the local context, but is moderately difficult to replicate due to the cultural and leadership 

alignment required. It is well-organized, thus contributing to a temporary competitive advantage 

in an industry often constrained by rigid corporate governance. The VRIO of Savills Facilities and 

Property Management analysis is appended.  

Resource/Capability 
Valuable 

(V) 
Rare (R) Inimitable (I) Organised (O) Competitive Implication 

Organisational Agility & Empowerment ✓ ✗ ✓ ✓ Temporary Advantage 

Strata Property Management Expertise ✓ ✗ ✓ ✓ Temporary Advantage 

Full-Service Real Estate Consultancy ✓ ✓ ✗ ✓ Temporary Advantage 

Potential Acquisition Strategy ✓ ✓ ✓ ✗ Potential Future Advantage 

Sustainability Credentials & Recognition ✓ ✗ ✓ ✓ Temporary Advantage 

In-house Cleaning Company ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

In-house CMMS ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Sustainability Business Capability ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Integrated FPM Service Delivery Model ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Integrated Command Hub ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

 
7     The VRIO framework is a strategic planning tool designed to help organizations uncover and protect the resources and capabilities that give 

them a long-term competitive advantage (Messineo) 
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Analysis of Strategic Leverage
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1. Property Cube: Digital Customisation Advantage 

Savills’ proprietary computerized facilities management system platform, Property Cube, is a clear 

example of VRIO strength. Its in-house development capability allows rapid customisation for 

client-specific needs, enabling differentiation in tenders and superior service transparency. It is 

rare in Singapore to have this level of tech ownership, and the in-house development team makes 

replication by competitors extremely difficult. 

2. Financial Health & Empowered Organisation 

As part of Savills Singapore, the FPM unit benefits from strong financial stability and an 

empowered business unit structure. This enables rapid decision-making and investment in 

innovation. However, financial strength alone is not rare or inimitable in this industry, resulting in 

only temporary competitive advantage. 

3. Mobile Maintenance Teams: Savills Engineering Services 

While mobile teams have improved responsiveness and geographical service flexibility, similar 

models are emerging in the sector. Although valuable and somewhat rare, they are not difficult to 

imitate, and therefore only provide a short- to mid-term edge. 

4. Sustainability Credentials and National Recognition 

Savills’ leadership in ESG, as demonstrated by awards such as the IFMA Net Zero Organisation 

and SGBC Green FM Certificate, contributes to a robust brand and alignment with procurement 

criteria in public and institutional tenders. Our role in national accreditations (e.g., CFME, CFMC) 

and Savills’ management appointments in SGBC, SIFMA, and IFMA further amplify the 

differentiation. 

5. Integrated Service Delivery Model 

The service amalgamation of FM, cleaning, property management, and sustainability is not only 

rare but also operationalised to meet complex institutional demands. It creates value by reducing 

silos and increasing accountability, delivering seamless, client-centric outcomes. 

6. Weakness in Regional FPM Scale 

Relative to global players like Cushman, JLL, CBRE, Savills lacks the same cross-border FPM 

infrastructure and regional depth. This is a recognised limitation, and strategic planning is 

underway to address regional growth and network strengthening. 

7. Integrated Command Hub 

Although currently a strategic plan rather than a live asset, the proposed Integrated Command Hub 

is intended to consolidate digital monitoring, service integration, and predictive analytics into one 

platform. If executed with proper organisational support, it could elevate business standings in the 

built environment industry and thus deliver long-term sustainable advantage. 
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Savills FPM holds several internal strengths that qualify as sustainable competitive advantages, 

most notably Property Cube, ESG leadership, and integrated delivery. However, gaps in regional 

FM presence and future-readiness of the Integrated Command Hub need strategic attention. The 

VRIO framework highlights where Savills internal capabilities are aligned with strategy and where 

further investment or organisational maturity is needed. This underscores Lynch’s (2018) 

emphasis on adaptive resource utilisation and capability coherence as essential to sustaining long-

term strategic advantage. 

Alignment with Charlene Li’s Digital Leadership 

Charlene Li (2020) outlines three pillars of digital leadership: fostering a culture of sharing, 

enabling followership, and making meaningful decisions. 

1. Connect: A sharing culture is growing, aided by internal communication platforms and cross-

functional teams. Leaders are more open to feedback. 

2. Disconnect: Followership where leaders empower others to lead is provided. Hierarchical 

decision-making at important business level still dominates. 

3. Connect: Values-driven decisions are encouraged in sustainability and digital innovation 

efforts. 

Overall, there is an alignment in transparency and purpose-led decision-making, but a distributed 

leadership culture is still evolving. 

Alignment with Hemerling’s People-Centric Transformation 

Hemerling (2016) introduces five imperatives for sustainable transformation: 

1. Inspire Through 

Purpose – Disconnect: 

Change is often framed 

around commercial goals 

rather than emotionally 

resonant purposes. 

2. Go All In – Disconnect: 

Many transformation 

efforts are cautious and 

risk-averse. 

3. Enable Capabilities – 

Connect: Upskilling, 

certifications, and internal development are gaining traction. 

4. Instill Continuous Learning – Disconnect: Learning is encouraged, but the overall 

organizational support on learning and development have room for improvement. 

5. Be Inclusive – Connect: Senior leadership retains central control of decisions, with 

empowerment provided for Head of Business and Senior positions levels.  
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The long-term goal is to position Savills as a seamless and comprehensive FM solutions provider, equipped with internal capabilities 

across the value chain from soft services to technical FM and asset management. This strategic alignment supports national imperatives 

around sustainability, digitalisation, and workforce transformation, while reinforcing Savills’ competitive edge in Singapore’s built 

environment sector.  
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Globally and regionally, Savills aims to deepen its facilities and property management footprint, 

a sector still dominated by major international players such as JLL, CBRE, ISS, and Sodexo. 

To remain competitive, strategic service alignment and shared delivery models will be essential, 

particularly as clients increasingly seek scalable, regionally harmonized solutions. Savills 

recognizes a current gap in its ability consistently compete for regional and global FM requests 

for proposals (RFPs). While the company excels in national and local service delivery, it is not 

yet fully embedded within the global bidding ecosystems where master service agreements are 

increasingly signed across geographies. 

This strategic shortfall has resulted in the loss of certain local contracts to competitors with 

stronger global integration, particularly in cases where multinational clients consolidate 

procurement through centralised models. As global FM demand shifts toward integrated and 

standardised delivery across regions, it is imperative for Savills to accelerate its transformation 

to strengthen regional readiness, build internal synergies, and reposition itself as a credible 

partner in cross-border FM engagements. 
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Chapter 3: Pillar 2: Integrated Command Hub 

Integrated Command Hub  

The second transformational pillar of Savills FPM is the development of an Integrated 

Command Hub, a digital platform designed to unify facilities management (FM), property 

management (PM), cleaning, engineering, and sustainability services into a single intelligence-

driven ecosystem. Unlike Pillar 1, which addresses structural and cultural consolidation, Pillar 

2 is about leveraging digitalisation and AI to create predictive, transparent, and scalable 

solutions. 

The Command Hub is not only a technological tool but also a new service product that 

repositions Savills from being a maintenance contractor to a strategic partner offering 

intelligence and risk management capabilities. It represents a disruptive innovation in a sector 

historically dominated by cost-driven tendering and reactive service delivery. 

While Savills FM is investing heavily in advancing this transformation through its Integrated 

Command Hub, not all business units demonstrate the same level of digital maturity or readiness. 

Certain units, particularly those absorbed via acquisition, may lack familiarity with advanced 

analytics, real-time dashboards, or IoT-integrated operations. For example, Bumblebee 

Engineering has shown a more traditional orientation, preferring conventional engineering 

solutions over technology-driven approaches. This signals a potential need for upskilling efforts 

to align Bumblebee with the enterprise’s digital transformation agenda. In contrast, Absolute 

Maintenance Services (AMS) has taken a more forward-looking stance, demonstrating greater 

receptiveness towards technology adoption and innovation. 

Such differences highlight the risk that without deliberate change enablement and clear 

communication, the Integrated Command Hub could devolve into a siloed tech layer rather than 

a shared enterprise intelligence platform. To address this, the collaborative decision-making 

framework must incorporate inclusive tech onboarding, role-based user training, and simplified 

interfaces that support low digital literacy without compromising data fidelity. Messaging must 

emphasise how technology serves business needs, not replaces operational judgment, while 

reinforcing how Command Hub participation strengthens unit-level performance and advances 

enterprise-wide strategy. 

Integrated Command Hub Development 

The Integrated Command Hub will serve as the digital nerve centre for Savills FM, 

synchronising operations across Facilities Management (FM), Property Management (PM), 

Cleaning, and Engineering services into a unified, real-time, data-driven platform. Inspired by 

Industry 4.0 principles and digital twin architecture, this Hub will form the cornerstone of 

Savills FM’s digital transformation strategy. 

Key features of the Hub will include: 

• Predictive maintenance engines powered by AI and IoT sensor integration 
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• Smart workflow automation and digital procurement ecosystems 

• Real-time ESG dashboards for sustainability and performance reporting 

• Remote diagnostics and SLA compliance monitoring across asset portfolios 

• Agentic AI interfaces for intelligent service escalation and client interaction 

• Future application and application of general artificial intelligence across organisatins  

The Hub will be built in accordance with the Building and Construction Authority (BCA)’s 

Smart FM Guide (2024) and incorporate Cyber Trust Mark principles to ensure data security, 

infrastructure resilience, and regulatory compliance. 

Beyond immediate operational benefits, the Integrated Command Hub will be instrumental in 

supporting Savills FPM’s technological roadmap. In the near term, it will enable the deployment 

of Generative AI tools and Agentic AI applications to enhance decision-making, automate 

routine service requests, and deliver natural language client engagement. Over the medium to 

long term, the Hub’s architecture will be extensible to accommodate emerging General AI 

capabilities, ensuring that Savills remains at the frontier of innovation in the built environment 

sector. This initiative aligns with Singapore’s National AI Strategy 2.0, advancing Savills FM’s 

ambition to become a digitally intelligent, resilient, and future-ready organisation capable of 

delivering outcome-based service models at scale across Singapore and the Asia-Pacific region. 

In tandem, Savills Property Management Pte Ltd which currently manages approximately 220 

MCST projects, is charting a strategic trajectory to diversify its portfolio. While the residential 

MCST segment continues to form the backbone of its MCST dominance in the local market, 
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comprising over 85% of the existing portfolio, targeted efforts are underway to expand the non-

residential segment. 

The company should increase its share of commercial, retail, and industrial MCST properties 

including premium integrated developments from the current 10% to 25% by FY2027 and 40% 

by FY2030. This deliberate shift reflects a commitment to broadening sectoral coverage, 

enhancing resilience, and capturing emerging opportunities in Singapore’s evolving built 

environment.  

The business will advocate for the adoption of integrated property management (IPM) among 

MCST clients to maximise synergies across cleaning, engineering, and FM services. This will 

drive increased internal collaboration, enhance service value, and position Savills as a strategic 

asset manager rather than a transactional service provider. 

A dual-market strategy strengthening the Singapore base while extending reach into APAC that 

enables both revenue growth and institutional capability development. This strategy balances 

risk and opportunity in line with the parent company’s global ambitions. 

AI Roadmap for Facilities & Property Management (2025–2030) 

“Innovation distinguishes between a leader and a follower.” Steve Jobs 

“Business has only two functions – marketing and innovation.” Peter F. Drucker 

Strategic phasing of generative AI, agentic AI, and future-ready intelligence 

Savills FPM’s ongoing digitalisation through the Integrated Command Hub positions the 

business to adopt AI capabilities in a strategic, phased, and commercially valuable manner. This 

roadmap outlines how generative AI, agentic AI, and longer-term artificial general intelligence 

(AGI) will be progressively integrated into operations to unlock service efficiency, cost savings, 

and competitive differentiation. 
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Phase 1: Generative AI (2025–2026) – Rapid efficiency and cost optimisation 

Generative AI will be used to significantly reduce manual workload and enhance quality and 

turnaround time for documentation, reporting, and customer engagement. 

Business applications: 

• Auto-generation of inspection reports, incident logs, and monthly FM dashboards 

• Drafting of tender responses, SOPs, and procurement documents 

• LLM-powered chatbots to answer tenant FAQs and streamline customer support 

• Predictive scenario modelling for maintenance budget forecasting 

Implementation approach: 

• Integrate LLMs (e.g. GPT-like models) into existing reporting and mobile apps 

• Human-in-the-loop oversight to ensure regulatory and data quality compliance 

• Secure API integrations with client-facing portals and asset management systems 

Value impact: 

• Estimated 30–50% reduction in report writing time 

• Faster turnaround on client documents and communications 

• Improved scalability for service delivery without proportionate manpower increases 

“Generative AI transforms service industries by streamlining knowledge-intensive 

workflows and improving response efficiency” (Bommasani et al., 2021). 

Phase 2: Agentic AI (2026–2028) – Operational automation and real-time service 

execution 

Agentic AI brings task autonomy and contextual decision-making to FM operations. These 

agents can act without human prompting, executing tasks based on logic, real-time data, or 

predefined triggers. 

Business applications: 

• Real-time dispatch of technicians or cleaners based on alerts (e.g. sensor-driven HVAC 

failure or cleanliness thresholds) 

• Automated service escalations, e.g. activating vendor support when SLAs risk breach 

• Smart routing and scheduling of mobile teams based on building occupancy 

• 24/7 AI concierge for client and resident communication, feedback, or updates 

Implementation approach: 

• Embed agent logic into the Command Hub’s workflows and BMS systems 

• Pilot agent-based deployments in large-scale commercial or campus contracts 

• Layer agents with service-level rules, thresholds, and escalation matrices 

Value impact: 

• Higher SLA compliance through real-time responsiveness 

• Lower manual dispatch costs; improved workforce productivity 

• Enhances Savills’ positioning for outcome-based contracts 
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“Autonomous agents are pivotal to enabling smart service ecosystems at scale”          

(Russell & Norvig, 2020). 

Phase 3: Artificial General Intelligence (2029–2030+) – Long-term future-proofing 

Artificial General Intelligence (AGI), though not yet available commercially, represents a 

longer-term horizon where systems could reason across domains like humans. Savills will 

design its infrastructure to be AI-extensible, allowing early adoption when feasible. 

Future opportunities: 

• Autonomous building operations, learning from occupant preferences and energy goals 

• Portfolio-wide optimisation, balancing cost, sustainability, and user comfort 

• AI-powered business advisors for strategic planning and capital forecasting 

• Automated compliance and adaptive response to changing regulations or crises 

Preparation approach: 

• Continue investing in open data architecture and interoperable systems 

• Collaborate with regulators and AI research entities 

• Ensure AI governance frameworks are in place to uphold transparency and safety 

“General AI preparedness starts with modularity, ethical foresight, and enterprise-wide 

digital literacy” (Lake et al., 2017; Bostrom, 2014). 

Strategic summary: business value of AI integration 
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By building digital infrastructure today with AI extensibility in mind, Savills FPM is not only 

digitalising, but also future-proofing its ability to serve as Singapore’s most intelligent and 

integrated FM/PM provider. 

Technology and Sustainability Integration 

Savills FPM’s transformation journey includes the following digital and green capabilities: 

• Smart FM features via IoT and AI (predictive maintenance, automation, analytics). 

• ESG tracking and real-time dashboards integrated within the Command Hub. 

• Circular economy practices in procurement and waste. 

• Workforce digital training aligned to AI Singapore initiatives. 

Influence and Integration of National Strategies 

Savills’s five-year strategic roadmap (2025–2030) is intricately aligned with Singapore’s 

national development agendas to ensure policy coherence, regulatory alignment, and strategic 

legitimacy across public and private sector stakeholders. This alignment is not incidental but 

deliberate, reflecting a strategic philosophy that national priorities must be internalised within 

corporate systems and embedded within operational practices to generate both economic value 

and societal impact (Porter & Kramer, 2011). The firm’s integration of three national 

frameworks ie. National AI Strategy 2.0, the Smart FM Guide (BCA, 2024), and the Singapore 

Green Plan 2030, which demonstrates a multifaceted commitment to innovation, compliance, 

and sustainability. Each framework informs specific components of Savills FM’s strategic 

intent, capability development, and long-term value proposition. 

National AI Strategy 2.0: Catalysing Intelligent Automation and Organisational Agility 

Singapore’s National AI Strategy 2.0 (Smart Nation and Digital Government Office, 2022) sets 

out a vision to integrate advanced artificial intelligence capabilities into core industries. For 

Savills FPM, this agenda provides both a technological imperative and a strategic advantage. 

The plan prioritises digital investments in areas such as predictive analytics, agentic AI, 

generative automation, and real-time performance optimization, capabilities that are 

foundational to the Command Hub development. These AI applications enable anticipatory 

maintenance, contract optimisation, and anomaly detection across FM and PM operations. 

Furthermore, this strategy informs human capital development. Savills FPM’s workforce 

transformation roadmap is co-designed with AI Singapore, the Infocomm Media Development 

Authority, and Institutes of Higher Learning. AI literacy, digital ethics, and systems training are 

incorporated into performance development frameworks and KPIs, ensuring alignment between 

individual competencies and organisational digital ambitions. By embedding national AI goals 

into operations, Savills FM gains reputational capital and competitive credibility in Smart 

Nation-linked tenders, for institutional, infrastructure, and innovation-driven developments. 

Smart FM Guide (BCA, 2024): Codifying Industry Standards for Smart Facilities 

Management 
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The BCA’s Smart FM Guide (2024) functions as a regulatory and technical blueprint for FM 

digitisation, offering standardised principles for systems integration, cyber-resilience, and 

performance transparency. The Guide forms the architectural basis for the Command Hub’s 

back-end infrastructure. In practice, this means that the digital backbone will support systems 

interoperability, cloud orchestration, fault diagnostics, and energy analytics in real time. 

In terms of governance, the Guide underpins compliance with the Cyber Trust Mark, ensuring 

that FPM data ecosystems meet national cybersecurity thresholds. This enhances resilience 

against data breaches and reinforces stakeholder trust in an increasingly data-intensive 

operating environment.  

Singapore Green Plan 2030: Operationalizing Sustainability as Strategy 

As the most comprehensive national sustainability blueprint to date, the Singapore Green Plan 

2030 guides Savills FM’s environmental and social impact frameworks. Operationally, the 

target is to have 75% of managed buildings certified under BCA’s Green Mark scheme by 

FY2030, supported by AI-powered energy optimisation platforms. Internally, the FM and PM 

divisions apply circular economy models to materials sourcing, retrofitting projects, and water 

use efficiency. Procurement protocols include supplier ESG scorecards, waste stream 

traceability, and embodied carbon reduction measures. 

 

Chapter 4: Recommendations 

The research points to several recommendations for Savills and the wider SFP industry: 

1. Embed the Business Trilemma into Leadership Development 

o Train leaders to explicitly balance profitability, staff welfare, and client/partner 

satisfaction. 

o Use the Trilemma as a reflective tool in management meetings, contract reviews, and 

leadership coaching. 

2. Institutionalise the 3Es Behavioural Framework 

o Apply the Engage–Educate–Enforce sequence across staff training, cultural integration 

of acquisitions, and client communications. 

o Incorporate the framework into HR policies, ensuring behavioural change is managed 

consistently rather than reactively. 

3. Operationalise the C3D Decision Framework 

o Introduce C3D cycles in tender evaluations, project steering committees, and crisis 

response teams. 

o Create digital templates for Clarify, Co-Create, Decide, Debrief within the Integrated 

Command Hub to capture institutional learning. 

4. Align Governance with Emerging Standards 

o Pursue ISO 41001, 55000, 27001, and 42001 certifications to strengthen market 

credibility. 
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o Use Cyber Trust Mark (Advocate tier) as a stepping-stone to enterprise-wide adoption 

of ISO 27001. 

o Position Savills as an industry leader by piloting ISO 42001 for ethical AI in SFP. 

5. Extend Frameworks Regionally 

o Share Singapore’s frameworks and best practices with Savills’ APAC operations 

(Hong Kong, Vietnam, Malaysia), adapting them to local regulatory and cultural 

contexts. 

o Leverage the Business Trilemma, 3Es, and C3D as signature approaches that 

differentiate Savills across the region. 

6. Invest in Workforce and Cultural Integration 

o Align the frameworks with national initiatives such as Singapore’s Progressive Wage 

Model and Green Plan 2030. 

o Create cultural integration programmes for newly acquired units, ensuring that 

behavioural adoption and decision governance become embedded norms. 

Savills Singapore Operational Business Consolidation  

Savills will consolidate four core business units ie. Facilities Management (FM), Property 

Management (PM), Cleaning Services (via AMS Pte Ltd), and FM Services into a unified 

operational and strategic ecosystem under Savills Property Management Pte Ltd, a subsidiary 

of Savills Singapore Pte Ltd. 

This consolidation is a strategic enabler to achieve horizontal integration across core real estate 

services, fostering resource efficiency, improving cross-disciplinary service integration, and 

reducing duplication of effort in both field operations and back-office support. It will also 

enhance agility in deploying manpower and systems across contracts, elevate client experience 

through streamlined service delivery, and provide greater visibility for performance 

management, innovation, and continuous improvement initiatives. 

By FY2030, the business can consider further integrating pest control and landscaping services 

projected to contribute an additional SGD 30 million in revenue. The creation of a truly 

integrated FM and PM ecosystem enhances both vertical and horizontal collaboration, 

delivering seamless client experiences and enabling strategic alignment across the built 

environment lifecycle. 

Strategic consolidation will be supported by cultural integration protocols, streamlined 

processes, and shared technological infrastructure. While most services will be insourced 

through the group’s operating arms, selective strategic partnerships will be maintained to ensure 

service scalability and access to specialized expertise. 
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Exhibit created by Robin Leow 

Leadership in the Business Trilemma, 3Es in Cultural Alignment, Emotional 

Intelligence and People Leadership C3D and Decision Culture 

Leadership is not about being in charge. It is about taking care of those in your charge.” 

(Sinek, 2014, p. 23).  

The Business Trilemma (profitability, staff welfare, client satisfaction) crystallises the 

leadership paradox in SFP. Leaders are required to drive financial performance without 

alienating staff or undermining subcontractor and client trust. 

• Profitability: Leaders must resist the temptation to cut corners or overwork staff to achieve 

P&L outcomes. Instead, profitability must come through innovation and efficiency. 

• Staff welfare: Motivation, recognition, and dignity are crucial for frontline staff such as 

cleaners and technicians who often face low recognition. Leaders with empathy can turn 

routine jobs into meaningful contributions. 

• Client/partner satisfaction: Long-term relationships are built on reliability, fairness, and 

trust, not margin suppression. 

The 3Es Behavioural Framework supports cultural integration across diverse business units 

and workforce layers. 

• Engage: Leaders involve frontline staff in shaping workflows, particularly during 

acquisitions (e.g., AMS integration). 

• Educate: Managers explain why change (e.g., Command Hub adoption, ISO compliance) 

matters — linking it to job security, client trust, and national agendas such as the 

Singapore Green Plan 2030. 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

29 

  

• Enforce: Enforcement is reserved for safety-critical processes or crisis leadership (e.g., 

fire safety, cyber breaches), where compliance cannot be optional. 

This sequencing balances trust with discipline. It also mirrors Kotter’s (1996) change leadership 

model, which begins with creating urgency and building guiding coalitions, and agile change 

management (Appelbaum et al., 2018), where incremental change and feedback loops replace 

rigid, top-down rollouts. 

 

Daniel Goleman’s (1998) five dimensions of emotional intelligence (EI): self-awareness, 

self-regulation, motivation, empathy, and social skill are indispensable in SFP leadership. 

• Frontline staff: Empathy and motivation elevate morale in low-recognition roles. 

• Peers/managers: EI mediates conflicts across FM, PM, cleaning, engineering, and 

sustainability units. 

• Subordinates: Coaching and feedback require empathy and psychological safety. 

• Senior leaders: EI secures buy-in for innovation through tact and constructive framing. 

Jeff Weiner’s reframing of EI as “compassion in action” ie. compassionate leadership, 

reinforces that empathy is not “soft” but a performance-critical capability. In Savills’ diverse 

workforce, EI underpins dignity, loyalty, and long-term staff engagement. 

McKinsey (2024) postulated that leadership is defined by actions rather than titles or positions. 

It is what a leader does, not merely who they are, that inspires trust, commitment, and 

followership. True leadership is demonstrated through consistent behaviors and decisions that 

guide, influence, and motivate individuals, teams, and entire organizations toward a shared 
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vision and common objectives, not through words alone, but through tangible action. Building 

on this perspective, good leadership is a dynamic set of mindsets and behaviors that align people 

in a collective direction, enabling them to collaborate effectively and achieve shared goals 

willingly and wholeheartedly (Leow, 2025). 

Good leadership a set of mindsets and behaviors that aligns people in a collective direction, 

enables them to work together and accomplish shared goals, willingly, wholeheartedly and 

happily. - Leow (2025) 

The C3D Decision Framework (Clarify–Co-Create–Decide–Debrief) embeds governance 

into organisational culture: 

• Clarify: Define roles and accountabilities. 

• Co-Create: Encourage staff input to build psychological safety (Edmondson, 1999) and 

prevent groupthink (Janis, 1972). 

• Decide: Provide transparent authority, reducing bias or politics. 

• Debrief: Institutionalise learning so mistakes generate organisational knowledge. 

This reflects Vial’s (2019) socio-technical view of digital transformation, which argues that 

successful digitalisation depends as much on decision-making and collaboration practices as on 

technology. C3D ensures Savills’ digital initiatives, such as predictive dashboards or IoT 

monitoring, are interpreted correctly and acted on responsibly. 

For Savills, the AI-driven Integrated Command Hub, combined with the integration of FM, 

PM, cleaning, engineering, and sustainability services, can be evaluated through VRIO: 

• V: Creates operational efficiencies and enhanced client satisfaction through real-time data 

insights. 

• R: Few competitors currently offer this level of integration in Singapore or APAC. 

• I: Hard to replicate due to proprietary client data, regional relationships, and technological 

expertise. 

• O: Organisational readiness through governance structures like the C3D Framework and 

ISO alignment ensures full exploitation. 

This positions Savills for sustained competitive advantage, differentiating it in the tender-

driven SFP industry. 

Resource/Capability 
Valuable 

(V) 
Rare (R) Inimitable (I) Organised (O) Competitive Implication 

Organisational Agility & Empowerment ✓ ✗ ✓ ✓ Temporary Advantage 

Strata Property Management Expertise ✓ ✗ ✓ ✓ Temporary Advantage 

Full-Service Real Estate Consultancy ✓ ✓ ✗ ✓ Temporary Advantage 

Potential Acquisition Strategy ✓ ✓ ✓ ✗ Potential Future Advantage 

Sustainability Credentials & 

Recognition 
✓ ✗ ✓ ✓ Temporary Advantage 

In-house Cleaning Company ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 
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In-house CMMS (Property Cube) ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Sustainability Business Capability ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Integrated FPM Service Delivery Model ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Integrated Command Hub ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Cultural Integration Across Business Units 

The consolidation of FM, PM, AMS (cleaning), and Bumblebee Engineering requires cultural 

alignment. Challenges include: 

• Different professional norms (sub-contractors vs engineers vs. Main contractors IFM). 

• Frontline vs. managerial perspectives. 

• Legacy organisational identities. 

As Savills FPM scales and advances the integration of its facilities, cleaning, and FM service lines, 

adaptive leadership becomes increasingly critical. Leaders must flex between styles to guide multi-

disciplinary teams, uphold operational consistency, and preserve the balance between financial 

performance, team morale, and client satisfaction. This leadership agility will be essential in 

ensuring that strategic goals are not only met but sustained across a maturing and increasingly 

complex service ecosystem.  

 

In SFP, insider–outsider leadership is especially relevant during transitions from traditional 

service delivery to digital and integrated models. Leaders must know contracts and client needs 
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intimately (insider) but challenge norms and champion transformation (outsider). For Savills, 

this mindset is critical to repositioning as a leader in integrated, intelligence-driven SFP. To 

successfully implement the two transformational pillars, leadership at Savills must embrace a 

fusion of compassion, precision, and wisdom to balance business integration with technological 

advancement. For Pillar 1, Business Integration, compassion is critical to easing cultural 

alignment across FM, PM, cleaning, and engineering teams, reducing resistance to change, 

while precision ensures clear standards and processes are codified to deliver consistent quality. 

Wisdom provides the governance structures, SLAs, OKRs, and review mechanisms needed to 

sustain integration and accountability. For Pillar 2, the AI Driven Integrated Command Hub, 

wisdom defines the strategic value hypotheses and ethical guardrails, ensuring technology 

aligns with ESG and stakeholder priorities. Precision enables predictive analytics, process 

control, and outcome-based contracts, driving operational excellence. Compassion remains 

essential to support humane adoption, workforce reskilling, and trust preservation. By leading 

with humanity, executing with excellence, and deciding with discipline, Savills can 

institutionalize routines such as the 3Es, C3D, and integrated dashboards to consistently deliver 

sustainable growth and navigate the Business Trilemma effectively. 
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Table: Mapping Savills’ Initiatives to Dynamic Capabilities 

Dynamic 

Capability 

Definition         
(Teece, 2007) 

Savills Initiatives Strategic Impact 

Sensing 

The ability to 

identify, 

interpret, and 

shape 

opportunities 

and threats in the 

business 

environment. 

• Participation in national Smart FM committees 

(e.g., BCA Smart FM Guide 2024, Singapore 

Green Plan 2030). 

• Tracking client ESG requirements and 

sustainability certifications (e.g., Green Mark, Net 

Zero Organisation recognition). 

• Scanning APAC markets to identify regional 

entry points and partnership opportunities. 

• Monitoring tech innovations like IoT, predictive 

analytics, Generative AI, and Agentic AI for 

early adoption. 

Aligns Savills with 

emerging market 

trends and policy 

shifts, positioning it 

as a first mover in 

Smart FM and ESG-

driven services. 

Seizing 

The ability to 

mobilise 

resources to 

capture 

opportunities 

and address 

threats through 

strategic 

investments and 

action. 

• Development of the Integrated Command Hub 

to unify FM, PM, cleaning, and engineering 

services. 

• Acquisition strategy (AMS for cleaning, FMS for 

engineering, future pest control and landscaping 

companies). 

• Workforce upskilling through partnerships with 

AI Singapore and Institutes of Higher Learning. 

• Pursuing regional tenders through Smart FM 

and sustainability differentiation. 

Converts identified 

opportunities into 

tangible competitive 

advantages, creating 

scalable, tech-enabled 

service models and 

revenue 

diversification. 

Transforming 

The ability to 

continuously 

renew and 

reconfigure 

organisational 

assets and 

structures to 

maintain 

competitiveness. 

• Pillar 1 consolidation of FM, PM, and AMS 

under Savills Property Management Pte Ltd. 

• Cultural alignment through the 3Es framework 

(Engage, Educate, Enforce) and C3D decision 

model. 

• Integration of sustainability into operations and 

tenders via ESG tracking and circular economy 

practices. 

• Reallocation of resources for APAC regional 

growth and local/global tender readiness. 

Builds organisational 

resilience, breaking 

down silos and 

embedding long-term 

adaptability, 

ensuring Savills can 

evolve alongside 

industry disruptions. 

Bridging Dynamic Capabilities and VRIO 

While the VRIO lens evaluates whether Savills’ current resources and capabilities are Valuable, 

Rare, Inimitable, and Organised at a point in time (Barney, 1991), Dynamic Capabilities explain 

how those resources are continually renewed to sustain advantage under shifting technologies, 

regulations, and client expectations (Teece, Pisano & Shuen, 1997; Teece, 2007). In practical 

terms, sensing improves the “V” by aligning assets with emerging Smart FM and ESG demands; 

seizing upgrades “O” by mobilising structures (e.g., Command Hub governance, C3D) to 

deploy assets at scale; and transforming protects “R” and “I” by reconfiguring portfolios 

(FM/PM/AMS/FMS integration, talent upskilling, data moats) faster than rivals can copy. Thus, 
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Dynamic Capabilities operate as the time-based engine that keeps today’s VRIO strengths of 

Property Cube, integrated delivery, sustainability credentials, and the Command Hub advantage.  

Currently, each business unit Facilities Management (FM), Property Management (PM), AMS 

(cleaning), and Alpina (Engineering Services) operates effectively within its domain, reflecting 

ordinary capabilities 8  (“doing things right”). However, to compete in a rapidly evolving 

industry, Savills must move toward dynamic capabilities9 (“doing the right things”). 

 

By mastering the Sense–Seize–Reconfigure cycle, Savills can: 

• Anticipate regulatory and market shifts before competitors. 

• Seize growth opportunities by unifying services and becoming an industry leader. 

• Reconfigure continuously to remain agile, innovative, and future-ready. 

The Integrated Command Hub serves as both a catalyst and a symbol of this transformation, an 

enabler of real-time intelligence, sustainability integration, and seamless client engagement. 

Through this journey, Savills will transition from being a cost-driven contractor to a strategic 

enabler of innovation, resilience, and sustainability, positioning itself at the forefront of the 

APAC Facilities and Property Management sector. 

 
8 Ordinary capabilities are essential, and they represent the foundation of operational excellence and allow businesses to compete in the 

present. However, they are not sufficient to sustain advantage in rapidly changing industries (Teece et al, 1997) 
9 The firm’s ability to integrate, build, and reconfigure internal and external competences to address rapidly changing environments (Teece et 

al, 1997) 
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The Growth-Agility Paradox 

“One of the challenges associated with a company becoming large is that companies become 

hierarchical. They become bureaucratic. They become slow They become risk averse.”                    

- Kenneth C. Frazier, Chairman and CEO, Merck & Co 

As Savills continues to grow and consolidate its operations, there is an inherent risk of 

prioritising efficiency at the expense of adaptability, a phenomenon often referred to as the 

“growth–agility paradox.” While scale brings advantages such as resource optimisation and 

market dominance, it can also lead to increased bureaucracy, slower decision-making, and a 

more risk-averse culture. To overcome the growth–agility paradox, Savills can adopt the 

following strategic guardrails: 
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Address Organisational Scaling Challenges 

Challenge Recommendation 

Slower Decision-Making 
Empower cross-functional squads with decision rights at the 

point of service. 

Innovation Stagnation 
Protect "sandbox" environments for experimentation, e.g., pilot 

projects for AI-driven maintenance. 

Risk Aversion 
Build a culture of psychological safety and measured risk-taking, 

using lessons from failures to drive learning. 

Drive Workforce Transformation 

Savills’ workforce must evolve alongside its technology and service delivery models. 

• Upskilling Programs: Partner with AI Singapore and Institutes of Higher Learning to 

develop specific AI training. 

• Career Progression: Align talent development with Singapore’s Progressive Wage 

Model, boosting retention and industry reputation. 

• Empirical case: A similar program implemented by Sodexo in APAC resulted in 20% 

higher employee retention and 30% productivity uplift (Sodexo, 2023). 
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Chapter 5: Conclusion  

This thesis has explored how Savills can transition from a cost-driven contractor to a strategic 

enabler of innovation, resilience, and sustainability, positioning itself as a leader in Singapore 

and the wider Asia-Pacific (APAC) region. The two-pillar strategy articulated throughout the 

research provides the structural and digital foundations for this transformation: Pillar 1: 

Business Integration and Pillar 2: AI-driven Integrated Command Hub. 

Summary of Findings 

Pillar 1 consolidates FM, PM, cleaning, and engineering services under a single ecosystem, 

addressing operational, cultural, and technological fragmentation. This aligns with the best 

global practices. The integration at Savills enables cross-unit collaboration, improved 

accountability, and seamless client experiences, laying the groundwork for scale. 

Pillar 2 transforms these integrated services into a data-driven and intelligence-enabled 

operating model through the Integrated Command Hub. Similar to digital platforms pioneered 

by Sodexo’s Connected Workplace and CBRE’s Host platform, the Command Hub uses 

predictive analytics, IoT integration, and AI to enhance service quality, optimise resource 

allocation, and enable outcome-based contracts. By linking real-time ESG reporting to 

operational decision-making, Savills differentiates itself in an increasingly sustainability-

conscious market. 

The application of practitioner-developed frameworks: the Business Trilemma, 3Es, and C3D 

bridges strategy and culture, ensuring that leadership behaviours, workforce engagement, and 

decision governance are embedded throughout the transformation process. This reflects Kotter’s 

(1996) principle that successful transformation must integrate both structural change and 

cultural alignment. 

Critical Considerations and Risks 

Digital transformation is not without risk. Implementation challenges include: 

• Cost of Transformation: 

Investment in the Command Hub and related AI capabilities will require substantial upfront 

capital. Evidence from global FM leaders such as Sodexo shows that ROI on such platforms 

often takes 3–5 years to materialise (Sodexo, 2024). 

• Mitigation: A phased rollout starting with high-value, high-visibility contracts will help 

demonstrate early wins. 

• Workforce Resistance: 

Case studies from McKinsey (2023) reveal that 70% of digital transformations fail due to 

poor change management and lack of frontline buy-in. Savills must address this through its 

3Es framework: Engage, Educate, Enforce, to bring staff and partners along the journey. 

• Client Adoption and Trust: 

• Some clients may resist data sharing or outcome-based models. Early co-creation pilots and 

transparent governance via the C3D framework will be critical in mitigating these concerns. 
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• Competitive Retaliation: 

Larger local and global players may respond aggressively, leveraging their scale and 

regional networks. Savills must focus on agility and specialisation, positioning itself as a 

local-first but regionally connected competitor. 

By anticipating these risks, Savills can apply dynamic capabilities of Sense, Seize, Reconfigure 

to continuously adapt strategy and operations, ensuring resilience against market shocks. 

Overcoming the Business Trilemma through Leadership and EQ 

The Business Trilemma, balancing financial performance, staff welfare, and client/partner 

satisfaction, is one of the most persistent and complex challenges in business management. It 

requires exceptional leadership and high emotional intelligence to inspire and align individuals, 

teams, and entire organizations. Good leadership goes beyond directives and systems; it is about 

guiding, influencing, and motivating people to deliver willingly, wholeheartedly, and happily, 

even amidst change and uncertainty. 

Regional and Global Implications 

While this research is rooted in Singapore’s market, its implications extend regionally and 

globally. The integrated model aligns with APAC’s shift toward harmonised FM services, 

especially as multinational corporations seek unified solutions across borders. Globally, the 

model positions Savills to participate in multi-country tenders and master service agreements, 

addressing a current gap where competitors such as JLL and ISS dominate. The sustainability 

alignment with frameworks like the Singapore Green Plan 2030 and BCA Smart FM Guide 

creates a transferable template for ESG-driven FM strategies in other urban centres across Asia. 

The Growth-Agility Paradox 

As Savills scales, it must navigate the growth-agility paradox, balancing efficiency with the risk 

of bureaucracy and reduced innovation. To stay responsive, Savills should empower operational 

teams with decision rights, separate innovation pilots from routine operations, institutionalize 

dynamic capabilities to adapt to market shifts, and adopt agile, outcome-driven squads. This 

approach preserves its entrepreneurial edge while enabling sustainable regional expansion. 

In summary, by consolidating its operational businesses and deploying the Integrated Command 

Hub, the organisation can achieve seamless service delivery, real-time ESG reporting, and 

predictive, data-driven operations. If executed well, Savills will not only achieve its FY2030 

revenue and market leadership ambitions but also redefine the role of FM and PM in shaping 

sustainable, resilient urban futures.  

“To be the largest and most preferred facilities and property management partner in 

Singapore, driving excellence through innovation, sustainability, and integrated service 

delivery.” 
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Annex A: Literature Review 

Strategic Foundations 

Strategy in service organisations must balance financial performance, human capital, and 

stakeholder value. Beer and Nohria’s (2000) Theory E and O contrast economically driven 

change (E) with capability- and culture-oriented change (O). Elkington’s (1997) Triple Bottom 

Line extends performance to people, planet, and profit, while Freeman’s (1984) Stakeholder 

Theory stresses value creation for multiple actors, not just shareholders. These models are 

informative but were largely conceived for corporate/manufacturing settings rather than 

contracted, tender-driven FM/PM services. 

Classical roots matter briefly: Smith’s10 (1776) division of labour explains efficiency from 

specialisation (e.g., cleaning, engineering, property management), but his cautions about over-

specialisation foreshadow today’s silo costs. In tendered markets, Smith’s “invisible hand” 11 

pressures prices and margin raising the leadership challenge later articulated in this thesis as the 

Business Trilemma. Smith’s Moral Sentiments12 (1759) reminds that profit must rest on an 

ethical foundation relevant to workforce dignity and partner fairness in FM/PM. 

Contemporary strategy deepens this view. Christensen (1997) shows how entrants disrupt 

incumbents by starting in underserved segments and moving upmarket, a pattern visible in 

FM/PM as tech-enabled models emerge. Teece’s Dynamic Capabilities 13(1997; 2007; 2018) to 

sense, seize, and reconfigure are directly applicable as providers integrate multiple service lines 

and adopt digital command hubs. Warner & Wäger (2019) emphasise embedding these 

capabilities for digital transformation, aligning closely with your Pillar 1 (integration) and Pillar 

2 (Command Hub). 

Strategic Management Perspectives 

Disruptive, Sustaining, and Efficiency Innovation 

Christensen (1997; 2015) distinguishes disruptive (new markets/upmarket migration), 

sustaining (incremental improvements), and efficiency innovations (same value at lower cost). 

FM/PM often competes on efficiency (price), frequently defaults to sustaining 

(dashboards/reporting), and is now experimenting with disruption (AI-enabled integrated 

command hubs that reposition providers as predictive, sustainability-linked partners). A key 

 
10   According to Smith (1776), the key to increasing productivity is to divide labour into a series of repetitive tasks performed  by different 

people. This allows each worker to focus on a particular skill set, thus improving efficiency and allowing for greater specialisation within a 

workforce. Smith argued that this division of labour also helps spur innovation and technological progress over time, as it encourages workers 

to be more creative in their approach to problem-solving. 
11   "invisible hand" was first coined by the Scottish economist and philosopher.  It refers to the self-regulating nature of the marketplace, where 

individuals pursuing their own interests inadvertently contribute to the overall good of society. Smith argued that when individuals act in their 

own self-interest, they often promote the public interest more effectively than when they consciously try to do so. 
12 Smith (1759) argued that economic behaviour does not exist within a vacuum and is heavily influenced by social and moral norms. 

"The Wealth of Nations" (1776).  
13    Dynamic capabilities can be distinguished from operational or “ordinary” capabilities, which pertain to the current operations of an 

organization. Dynamic capabilities, by contrast, refer to “the capacity of an organization to purposefully create, extend, or modify its resource 

base” (Helfat et al., 2007). 
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risk for incumbents like Savills is over-investing in sustaining while under-investing in truly 

disruptive service models. Christensen’s framework maps onto three innovation modes: 

Innovation 

Type 
FM/PM Example Strategic Implication 

Efficiency 
Price-driven competition, outsourcing, 

lean ops 
Short-term gains, but vulnerable to tech disruption 

Sustaining 
Incremental upgrades (dashboards, 

reporting tools) 

Maintains status quo, but lacks transformative 

impact 

Disruptive 
AI-integrated platforms (e.g., Command 

Hub) 

Reframes value delivery, enables predictive and 

autonomous ops 

PESTEL Analysis14 

Singapore’s built environment and FM sectors are shaped by proactive political initiatives like 

the Built Environment Industry Transformation Map (BE ITM), the Singapore Green Plan 2030, 

and the National AI Strategy, which drive sustainability, digitalisation, and innovation. 

Economic factors include government funding such as the $30M Integrated FM grant and a 

strong public sector demand for smart FM solutions, supporting industry growth. Social trends 

reflect rising expectations for ESG compliance, workforce upskilling, and healthier urban living, 

influencing FM service delivery. Technological advancements, AI, IoT, BIM, and digital twins 

are transforming FM operations, with Savills FM leveraging tools like the Integrated Command 

Hub and predictive analytics to stay competitive. Environmental priorities are embedded in 

national policies, pushing for green buildings, energy efficiency, and carbon reduction, aligning 

with Savills FM’s sustainability goals. Lastly, Legal frameworks, including BCA regulations 

and GeBIZ procurement standards, ensure compliance and shape market access, reinforcing the 

need for innovation and governance in FM strategy. 

 
14 Francis Aguilar (1967) defines PESTEL as a business impact study that aims to understand the effects of six key external factors—political, 

economic, social, technological, environmental, and legal on an organization’s strategic planning and operations. 
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Dynamic Capabilities 

Teece, Pisano, and Shuen (1997, p. 516) define dynamic capabilities as: 

“The firm’s ability to integrate, build, and reconfigure internal and external competences to 

address rapidly changing environments.” 

This perspective moves beyond static views of strategy by recognising that long-term success 

depends on an organisation’s capacity for renewal and adaptation, rather than merely optimising 

its current resources. In today’s business environment, characterised by rapid technological 

disruption, evolving customer needs, sustainability imperatives, and geopolitical uncertainty, 

firms must not only compete with existing strengths but also continuously transform themselves 

to stay relevant. 

Ordinary Capabilities vs Dynamic Capabilities 

The distinction between ordinary and dynamic capabilities is central to understanding how 

organisations evolve: 

Dimension 
Ordinary Capabilities                         

(Doing Things Right) 

Dynamic Capabilities                                                    

(Doing the Right Things) 

Definition 
The ability to perform basic operational 

tasks efficiently and reliably. 

The ability to adapt, innovate, and reconfigure resources 

in response to environmental change. 

Focus Efficiency, execution, and stability. Transformation, renewal, and strategic agility. 

Time 

Horizon 
Short-term, incremental improvements. Long-term, future-oriented. 

Examples 
Payroll processing, vendor 

management, routine cleaning services. 

Launching an AI-driven Integrated Command Hub, 

integrating acquisitions, pivoting into new markets. 

Metaphor “Keeping the lights on.” “Redesigning the house while living in it.” 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

42 

  

Ordinary capabilities are essential, and they represent the foundation of operational 

excellence and allow businesses to compete in the present. However, they are not sufficient to 

sustain advantage in rapidly changing industries. 

 

In contrast, dynamic capabilities enable firms to sense changes in the environment, seize 

opportunities, and reconfigure their resource base to stay competitive. Teece et al. (1997) 

argue that it is this meta-capability of change that differentiates winners from laggards. 

Teece’s Three Dimensions of Dynamic Capabilities 

Teece (2007) later refined the dynamic capabilities framework into three interlinked 

processes: 

1. Sensing – Detecting and interpreting opportunities and threats in the environment. 

o For Savills, this includes scanning regulatory changes, ESG expectations, client digital 

maturity, and competitor innovations. 

o Example: Identifying Singapore’s National AI Strategy 2.0 and the Green Plan 2030 as 

transformative forces shaping the Facilities and Property Management (FPM) sector. 

2. Seizing – Mobilising resources to capture these opportunities. 

o This involves strategic investments in acquisitions (e.g., cleaning company AMS, 

engineering firms), digital platforms like the Integrated Command Hub, and workforce 

upskilling to support transformation. 

3. Reconfiguring – Continuously transforming the organisation to remain aligned with 

environmental demands. 

o For Savills, this means integrating acquisitions, harmonising data and processes, and 

creating a coherent, tech-enabled operating model that eliminates silos and drives 

synergy. 

This dynamic interplay reflects a continuous loop of learning and renewal, enabling the firm 

not just to respond to change, but to shape its future competitive landscape. 

Tasks and Human Skills for Building Capabilities 

Different levels of organisational change require different human skills and leadership 

orientations (adapted from Gupta, 2019): 

S/N Task Required Function 

1 Administer the Ordinary Management, plus technical proficiency and operational discipline. 

2 Change the Old 
Leadership, plus vision to challenge legacy processes and inspire 

teams. 

3 Create the New 
Entrepreneurship, plus creativity, risk-taking, and boundary-spanning 

innovation. 

For instance, maintaining cleaning operations and FM contracts reflects ordinary capabilities. 

However, creating a smart, AI-enabled FM ecosystem requires entrepreneurial vision and 

dynamic reconfiguration. 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

43 

  

Case Contrasts: The Execution Gap 

The gap between sensing opportunities and successfully reconfiguring an organisation can be 

illustrated by contrasting corporate case studies: 

• Failure to Adapt: Companies like Kodak and Nokia sensed early signals of digital 

disruption but failed to seize and reconfigure in time. Their ordinary capabilities remained 

strong, but their inability to pivot resulted in market irrelevance. 

• Success Through Transformation: DBS Bank in Singapore, known as the “D” in 

GANDALF (a group of leading digital-first firms), transformed itself by building dynamic 

capabilities in digital banking, cultural reinvention, and AI adoption. This demonstrates how 

sensing and reconfiguring can deliver sustained leadership. 

Ansoff Matrix 

Ansoff (1957) clarifies growth paths: penetration (deeper local share), market development 

(APAC expansion), product development (e.g., sustainability or engineering add-ons), 

diversification (pest control, landscaping). The Command Hub sits between product 

development (new digital service to existing clients) and market development (wins with tech-

forward buyers). While simplified (Lynch, 2018), the lens is useful for mapping Savills’ 

roadmap. 

VRIO15 

Barney (1991) proposed the VRIO framework where resources are sources of sustained 

competitive advantage if they are Valuable, Rare, Inimitable, and Organised.: 

Valuable (V) – Does the resource or capability create value by exploiting opportunities or 

neutralising threats in the environment? 

Example: An AI-driven Integrated Command Hub that improves operational efficiency and 

client reporting. 

Rare (R) – Is the resource rare and not widely possessed by competitors? 

Example: A fully integrated FM, PM, and sustainability service platform in Singapore’s 

market. 

Inimitable (I) – Is the resource difficult or costly to imitate due to unique history, 

relationships, or proprietary technology? 

Example: Proprietary data from long-term client relationships or specialised AI algorithms. 

 
15 The VRIO Framework is a strategic analysis tool developed by Jay Barney (1991) as part of the Resource-Based View (RBV) of the firm. It 

is used to evaluate an organisation's internal resources and capabilities to determine whether they can be sources of sustained competitive 

advantage. 
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Organised (O) – Is the firm organised to fully exploit the resource or capability, with the right 

processes, structures, and governance in place? 

Example: Savills’ integrated governance model enabling seamless collaboration across FM, 

PM, cleaning, and engineering units. 

Blue Ocean Strategy 

Kim & Mauborgne (2005) advocate creating uncontested space by combining differentiation 

and cost. FM/PM’s “red ocean”16 price wars can be recast as a “blue ocean” if the Command 

Hub reframes the business as intelligence and outcomes (energy, risk, lifecycle, ESG), not 

headcount. But beware imitation (Markides, 2008): continuous innovation and client co-

creation are required to keep the ocean blue. 

Ambidextrous Organisation 

Tushman & O’Reilly (1996) and March (1991) distinguish exploitation (efficiency, reliability) 

from exploration (innovation, risk). Savills’ integration is exploitation (scale, consistency), 

while the Command Hub is exploration (new model). Structural ambidexterity (separate teams) 

and contextual ambidexterity (both in one unit) (O’Reilly & Tushman, 2013) provide design 

options. Parallels (DBS, Netflix) show that winning requires both. 

Leadership and Organisational Behaviour 

Transformational Leadership 

Bass & Avolio (1993; 1994)—vision, inspiration, intellectual stimulation, individualised 

consideration—are vital to reposition FM/PM from “maintenance” to strategic partner. Leaders 

like Nadella and Gupta show how reframing the enterprise catalyses culture and performance. 

Emotional Intelligence (EI) 

Goleman (1998): self-awareness, self-regulation, motivation, empathy, social skill. EI enables 

leaders to balance the Business Trilemma (profitability, staff welfare, client satisfaction) by 

navigating complex internal and external relationships (frontline dignity, cross-unit alignment, 

executive expectations, client/regulator trust). As Weiner (2018) notes, compassion is an 

effectiveness capability, not “being nice.” 

Daniel Goleman’s Emotional Intelligence theory builds upon earlier work by psychologists 

John Mayer and Peter Salovey, who defined EI as the ability to perceive, understand, manage, 

and use emotions effectively. Goleman popularized and extended this framework in his 1995 

book Emotional Intelligence: Why It Can Matter More Than IQ, emphasizing that emotional 

 
16   Red oceans are existing industries with demand and cutthroat competition. Red denotes the bloody battle for revenue, existing market space, 

and success between companies. For example, the fashion industry. Blue oceans are industries that don't exist yet, with untapped potential for 

growth and success, which companies must find or create. For example, personal computing in the 1970s. (Chan and Mauborgne, 2004)  
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competencies are critical to personal and professional success—often more so than cognitive 

intelligence. 

Goleman’s model is structured around five core dimensions: 

1. Self-Awareness The ability to recognize and understand one’s own emotions, triggers, 

and their impact on performance. In leadership, this fosters authenticity and clarity in 

decision-making. 

2. Self-Regulation The capacity to manage disruptive emotions and impulses, maintaining 

composure and adaptability under pressure. This is vital in high-stakes environments like 

facilities planning, where crises and change are frequent. 

3. Motivation An internal drive to pursue goals with energy and persistence, often aligned 

with a deeper sense of purpose. Leaders with high motivation inspire teams and maintain 

strategic focus. 

4. Empathy The ability to understand others’ emotional states and perspectives. Empathy 

enhances stakeholder engagement and helps leaders navigate diverse needs in complex 

organizational ecosystems. 

5. Social Skill Proficiency in managing relationships, building networks, and influencing 

others. This is essential for cross-functional collaboration and leading change initiatives. 

Goleman later refined his model into four domains: —Self-Awareness, Self-Management, 

Social Awareness, and Relationship Management, each encompassing 12 competencies such 

as emotional self-control, adaptability, achievement orientation, and inspirational leadership. 
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Leadership Fusion: Compassion · Precision · Wisdom 

1) Overview and Rationale 

Leadership research increasingly emphasizes both/and integration—combining human-

centered and performance-centered logics, rather than choosing one at the expense of the other. 

Drawing from Jeff Weiner’s compassionate leadership, Jensen Huang’s precision/high-

standards leadership, and Peter Drucker’s management theory and practice, this review 

proposes a fused model, Compassion (EQ) + Precision (execution) + Wisdom (IQ/management), 

as a governing logic to navigate the Business Trilemma in complex service organizations. 

 

 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

47 

  

2) Archetype 1 — Compassionate Leadership (Jeff Weiner) 

• Core idea. Compassionate leadership emphasizes empathy, trust, and psychological 

safety, enabling honest dialogue, learning, and alignment. 

• Links to literature. 

o Emotional intelligence (EQ) and empathic accuracy correlate with follower 

satisfaction, lower burnout, and stronger commitment. 

o Psychological safety (Edmondson) supports candor and error-reporting—critical 

for quality in high-reliability services. 

o Humanistic & servant leadership research shows positive effects on retention, 

citizenship behavior, and service quality. 

• Implication for the trilemma. Compassion stabilizes the people pillar (staff welfare) and 

strengthens client experience via frontline morale and care behaviors. 

3) Archetype 2 — Precision & High Standards (Jensen Huang) 

• Core idea. Set extraordinary expectations, demand craftsmanship/precision, and drive 

relentless execution toward outsized outcomes. 

• Links to literature. 

o High-performance work systems (HPWS): selective hiring, intensive training, 

stretch goals → sustained productivity and innovation. 

o Goal-setting theory (Locke & Latham): specific, challenging goals improve 

performance; when paired with feedback, effects are strongest. 

o Transformational leadership: articulating bold vision and raising expectations 

predicts innovation and discretionary effort. 

o Deliberate practice/operational excellence: standard work + continuous 

improvement reduces variance and elevates quality. 

• Risk & guardrails. Without compassion, high standards can trigger burnout or fear. 

Precision must be coupled with empathy and fair process. 

• Implication for the trilemma. Precision strengthens financial performance (efficiency, 

reliability) and client satisfaction (quality, predictability). 

4) Archetype 3 — Wisdom in Management (Peter Drucker) 

• Core idea. Management as a discipline: clarity of purpose, focus on effectiveness 

(“doing the right things”) before efficiency (“doing things right”), management by 

objectives, knowledge-worker productivity, and ethics. 

• Links to literature. 

o Strategic alignment and management control systems translate purpose into 

measurable objectives and learning loops. 

o Evidence-based management and decision quality research show routines (e.g., 

pre-mortems, after-action reviews) improve outcomes. 

o Stakeholder theory and responsible leadership anchor profit within long-term, 

multi-stakeholder value. 

• Implication for the trilemma. Wisdom sets direction and boundaries so compassion and 

precision serve strategy, not just activity. 
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5) The Fusion Core: An Integrative Model 

Proposition: Organizations that blend Compassion (EQ) × Precision (execution rigor) × 

Wisdom (management discipline) will outperform on the Business Trilemma by preventing 

trade-offs from becoming zero-sum. 

• Mechanism 1: Dual-climate synergy. Compassion → psychological safety; Precision → 

performance pressure. The optimal zone is high safety + high standards (safe to speak 

up; unsafe to sandbag). 

• Mechanism 2: Strategy-to-frontline flow. Wisdom converts vision into clear objectives, 

metrics, and review cadences. Compassion sustains energy; Precision sustains cadence 

and quality. 

• Mechanism 3: Fair process. Transparent rationale (Wisdom) + voice (Compassion) + 

consistent standards (Precision) → higher acceptance of tough calls and change. 

6) Practical Architecture (3Es + C3D tie-in) 

• 3Es: Engage (Compassion) → Educate (Wisdom) → Enforce (Precision). 

• C3D: Clarify (purpose/metrics; Wisdom) → Co-Create (Empathy & alignment; 

Compassion) → Decide (standards, trade-offs; Precision) → Debrief (learning; 

Wisdom+Compassion). 

• Dynamic Capabilities: Sense (Wisdom & Compassion), Seize (Precision & Wisdom), 

Reconfigure (all three). 

7) Guardrails and Ethical Risks 

• Compassion without standards → drift and under-performance. 

• Precision without compassion → fear, burnout, attrition. 

• Wisdom without either → bureaucratic compliance without energy or excellence. 

Therefore: Pair high standards with high care, and institutionalize reflection rituals 

(retrospectives, post-mortems, learning reviews). 

8) Testable Propositions (for a thesis or study) 

1. Teams perceiving high psychological safety and high performance standards will exhibit 

higher service quality and lower turnover than teams high on only one dimension. 

2. The presence of management routines (OKRs/MBOs, after-action reviews) will mediate 

the relationship between leadership fusion and Business Trilemma balance (P&L, 

employee well-being, client NPS). 

3. In change programs, fair-process leadership (explain rationale, invite input, consistent 

standards) will improve adoption and sustained behavior change versus directive-only 

approaches. 

9) Application to FM/PM and Your Two Pillars 

• Pillar 1 — Business Integration: 

o Compassion eases cultural integration and reduces resistance. 
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o Precision codifies standards across FM/PM/cleaning/engineering. 

o Wisdom designs governance, SLAs, OKRs, and review cycles. 

• Pillar 2 — AI-Driven Command Hub: 

o Wisdom defines value hypotheses and guardrails (ethics/ESG). 

o Precision operationalizes predictive analytics, process control, and outcome-

based contracts. 

o Compassion ensures humane adoption and reskilling, preserving trust. 

10) Executive Takeaways 

• Lead with humanity, execute with excellence, decide with discipline. 

• Balance care and candor; insist on high standards but high fairness. 

• Build routines that make fusion repeatable: OKRs/MBOs, 3Es, C3D, safety + 

standards dashboards, learning reviews. 

Relevance to Strategic Planning 

In SFP leadership, emotional intelligence is not just a personal trait, it’s a strategic capability. 

Leaders must balance operational efficiency with innovation, manage diverse stakeholder 

expectations, and lead multidisciplinary teams through change. Goleman’s EI framework 

provides the psychological scaffolding to do this effectively. It supports: 

• Ambidextrous leadership: Navigating both routine operations and innovation pilots. 

• Cultural integration: Aligning behaviours across geographies and functions. 

• Adaptive strategy: Responding to market shifts with emotional agility and resilience. 

By embedding EI into leadership development, SFP organizations can cultivate leaders who are 

not only technically competent but emotionally attuned—capable of driving sustainable, 

human-centered transformation. 

Psychological Safety & Groupthink 

Edmondson (1999) shows that safety to speak up improves learning and performance; Janis 

(1972) warns of consensus-driven errors. Integration and major tenders are fertile ground for 

both; formal mechanisms for dissent and review are required (taken up later in C3D). Cohesive 

groups risk suppressing dissent in favour of consensus, leading to flawed decisions as seen in 

the Bay of Pigs17  invasion. In SFP, groupthink risks arise both internally (integration decisions) 

and externally (client negotiations). 

Decision-Making: Styles and Limits 

• Vroom–Yetton–Jago (1973; 1988): match style (autocratic/consultative/group) to 

stakes/time/competence. 

• Bounded rationality (Simon, 1957): leaders satisfice; structured, iterative processes help. 

 
17   The Bay of Pigs Invasion in 1961 was a failed attack launched by the CIA during the Kennedy administration to push Cuban leader Fidel 

Castro from power. 
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• Game theory 18  (von Neumann & Morgenstern, 1944): interdependence is real, but 

rationality is imperfect; politics/emotions enter. 

• Normalization of deviance19 (Vaughan, 1996): tolerated small breaches become systemic; 

governance must resist drift. 

• Type-1 vs Type-2 decisions (Bezos; McKinsey, 2023): irreversible vs reversible decisions 

need different pacing and participation. 

These insights are descriptive; FM/PM needs operational governance that embeds inclusion, 

dissent, and learning—addressed by your C3D framework. 

Innovation Frameworks 

Clayton Christensen 

Clayton Christensen’s The Innovator’s Dilemma (1997) remains a foundational text in 

understanding why successful companies often fail to adapt to disruptive change. His theory of 

disruptive innovation explains how incumbents, despite doing everything “right”—can be 

overtaken by new entrants who introduce simpler, cheaper, and initially inferior technologies 

that eventually redefine market expectations. 

Core Concepts 

Disruptive vs. Sustaining Innovation: Sustaining innovations improve existing products for 

current customers—e.g., better dashboards or analytics tools in FM/PM. Disruptive innovations 

target overlooked segments with simpler solutions that evolve to challenge incumbents—e.g., 

AI-enabled platforms like Command Hub that reframe operational value. 

The Incumbent Trap: Incumbents prioritize high-margin customers and optimize efficiency, 

often ignoring low-end or emerging markets. This leads to underinvestment in disruptive 

technologies that don’t immediately serve their core base. 

The S-Curve of Innovation: Christensen describes innovation as following an S-curve: early 

iterations offer minimal value, but once the base is built, improvements accelerate. Incumbents 

often enter too late, when the curve has already steepened. 

Strategic Imperative 

Christensen argues that leaders must intentionally fund disruptive innovation, even if it 

cannibalizes legacy workflows. This requires: 

• Creating autonomous units to explore new models. 

• Accepting lower margins or unfamiliar customer segments. 

 
18 Game Theory (Neumann & Morgenstern, 1944): Explains interdependent choices where outcomes depend on others’ actions. SFP leaders 

face this in client–vendor negotiations, though real actors are often political or emotional, not purely rational. 
19   Vaughan (1996) postulated that small deviations become accepted until systemic risks emerge. In SFP, tolerating minor SLA breaches or 

overruns risks embedding mediocrity. 
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• Shifting from product-centric to job-to-be-done thinking—what users actually need, 

not just what they say they want. 

Implications for Leadership 

• Resource Allocation: Avoid starving disruptive bets in favor of sustaining ones. 

• Cultural Shift: Encourage experimentation and tolerate early-stage inefficiencies. 

• Vision Alignment: Recognize that disruption is not just technological—it’s strategic 

and organizational 

Scott Anthony’s 4Ps20 (Commercialisation Lens) 

Population, Penetration, Price, Purchase Frequency (Anthony, 2012) ensure innovations meet 

market math. For the Command Hub: total addressable portfolios (Population), adoption curve 

by client digital maturity (Penetration), pricing that reflects value not headcount (Price), and 

recurring revenues via subscriptions/bundles (Purchase Frequency). 

Bessant & Tidd’s 4Ps of Innovation Space21 

Product, Process, Position, Paradigm (Bessant & Tidd, 2007): 

• Product: AI dashboards, portfolio insights. 

• Process: predictive maintenance, digital workflows. 

• Position: from “cost” to “strategic partner.” 

• Paradigm: Command Hub as integrated, outcomes-based business model. 

 

 

McKinsey’s Eight Essentials 

Aspire (bold, quantified “north star”) and Choose (hard resource allocation) are pivotal to avoid 

scattershot portfolios; the remaining essentials guide discovery and scaling. For Savills: protect 

innovation budgets and prioritise the Command Hub as a flagship. 

Diffusion of Innovations 

Rogers (2003): target innovators/early adopters (e.g., tech-forward, ESG-driven clients) to build 

social proof before mainstream scaling. 

 
20   Anthony (2012) proposed that innovators should assess an idea’s potential through four dimensions: Population (the target market size), 

Penetration (expected adoption levels), Price (affordability and value creation), and Purchase Frequency (how often customers buy). Together, 

these factors help leaders evaluate the commercial viability and growth potential of innovation. 
21   Bessant and Tidd (2007) classify innovation into four dimensions: Product (changes in goods or services), Process (changes in  how products 

or services are created or delivered), Position (changes in how offerings are framed or targeted), and Paradigm (changes in the underlying 

business model or mental framework). This typology highlights that innovation extends beyond technology to include market positioning and 

organisational logic. 
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Change Management Models 

Lewin (1951): unfreeze–change–refreeze; useful for surfacing forces for/against integration, 

though “refreeze” may be better treated as reinforce in fluid contract contexts. 

Kotter (1996): urgency, coalition, vision, communication, obstacles, wins, momentum, 

anchor—an apt scaffold for Savills’ integration and Command Hub rollout, used adaptively 

rather than linearly. 

McKinsey 7S (Peters & Waterman, 1982): align Strategy, Structure, Systems, Shared Values, 

Style, Staff, Skills; cultural alignment (“Shared Values”) binds acquisitions to a single operating 

model. 

Teece (1997; 2018) as change muscle: continuous sense–seize–reconfigure cycles better reflect 

FM/PM’s ongoing tender renewals, tech shifts, and regulatory updates. 

Governance, Sustainability, and Standards 

Governance now differentiates providers in tenders as much as price. 

• ISO 41001 22  (FM systems): elevates FM from operations to strategic alignment and 

measurable performance. 

• ISO 5500023 (Asset management): lifecycle stewardship; lends the Command Hub a client-

value narrative (downtime, extension, ROI). 

• Cyber Trust Mark (Advocate) → ISO/IEC 2700124: a staged path signalling digital trust 

while enterprise certification is pursued. 

• ISO/IEC 42001 25  (AI management): ethical AI, transparency, human oversight, an 

opportunity for standards leadership in FM/PM. 

• ESG frames—Triple Bottom Line (Elkington, 1997), Stakeholder Theory (Freeman, 1984), 

Institutional Theory (DiMaggio & Powell, 1983) tie profitability to people, partners, and 

planet, reinforcing your Business Trilemma. 

Embedding ISO/ESG within the Command Hub turns governance from “compliance” into 

market advantage (credibility, risk reduction, transparent reporting). 

FM/PM needs practitioner-ready frameworks that (i) balance profit, people, and clients/partners 

(Business Trilemma), (ii) drive adoption across multi-layered workforces (3Es: Engage–

Educate–Enforce), and (iii) institutionalise decision quality (C3D: Clarify–Co-Create–Decide–

 
22   ISO 41001:2018 is the first international standard for facility management (FM) systems. It provides a framework for aligning FM services 

with an organisation’s strategic objectives, ensuring consistency, transparency, and accountability. ISO 41001 defines FM as an “organisational 

function which integrates people, place and process within the built environment with the purpose of improving the quality of  life of people 

and the productivity of the core business.” 
23   ISO 55000:2014 establishes principles for asset management, focusing on optimising lifecycle value from assets. It encourages a structured 

approach to balancing cost, performance, and risk. 
24 ISO/IEC 27001 is the international benchmark for information security management systems (ISMS), ensuring that organisations adopt 

structured controls to protect sensitive data, digital infrastructure, and client information. For SFP providers, whose services increasingly rely 

on IoT sensors, integrated building systems, and client data, cyber resilience is no longer optional but a non-negotiable market requirement. 

High-profile breaches in building and operational systems demonstrate the reputational and operational risks of fragmented vendor 

arrangements and inadequate cyber governance. 
25 ISO/IEC 42001:2023 is the world’s first standard for AI management systems, providing guidance on governance, risk, and ethical 
use of AI. As SFP providers begin to deploy AI for predictive maintenance, workforce scheduling, and sustainability analytics, alignment 
with ISO 42001 will become a critical differentiator.  
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Debrief). These tools operationalise the literature for integration (Pillar 1) and Command Hub 

(Pillar 2). 
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10 Elements of Effective Business Strategy 
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To ensure the strategic plan is not only aspirational but operationally actionable, Savills draws 

upon Kimberling’s (2023) framework for effective enterprise transformation. The following ten 

pillars represent a diagnostic and design schema, ensuring the business strategy integrates vision, 

structure, systems, and stakeholder engagement across verticals. 

Strategic Vision and Direction 

Savills’ declared vision: to become Singapore’s largest integrated FM and PM provider by 

revenue and client preference, while expanding regionally with operational excellence serves 

as a compass for enterprise alignment. The vision operates at both symbolic and functional 

levels, guiding the design of initiatives, framing investment logic, and instilling organisational 

coherence. It echoes the principles of strategic intent articulated by Hamel and Prahalad (1994), 

where ambition is translated into actionable capacity-building. In direct alignment with the 

business plan, this vision connects strategic consolidation of FM, PM, cleaning, and FM 

services with the broader mission of regional growth and value creation. 

Strategic Objectives 

The firm’s objectives are cascaded across business units through well-defined key performance 

indicators (KPIs). These span revenue ambitions (e.g., SGD 540 million by FY2030), 

innovation goals (e.g., Command Hub deployment by FY2026), and ESG outcomes (e.g., 75% 

Green Mark certification). This performance architecture ensures that strategic objectives are 

operationalized, monitored, and adaptable to changes in internal or external contexts, an 

essential feature of adaptive strategy (Lynch, 2018). These KPIs form the basis of performance 

monitoring across integrated services and serve as benchmarks for the APAC expansion 

roadmap detailed in the business plan. 

Market and Competitive Analysis 

Strategy formulation has been informed by a suite of analytical tools, including SWOT, 

PESTLE, VRIO, and Porter’s Five Forces. These frameworks identify margin pressures, rising 

client sophistication, sustainability imperatives, and technological disruption as key industry 

drivers. Collectively, they reveal both external opportunities and internal resource-based 

advantages, following the logic of the Resource-Based View (Barney, 1991). These insights 

shaped the justification for developing the Integrated Command Hub and adopting a dual-

market strategy, as described in the regional expansion pillar. 

Customer and Stakeholder Needs 

The plan embeds a deep understanding of evolving client expectations, including demand for 

integrated, tech-enabled, and sustainable FPM services. This stakeholder-centric approach is 

consistent with stakeholder theory (Freeman, 1984), reinforcing Savills FPM’s responsibility to 

clients, regulators, employees, and society. The firm anticipates shifts in procurement models, 

such as performance-based contracting and public sector digital mandates. These considerations 

directly inform the company's strategic direction, which seeks to transform from a transactional 

provider to a strategic asset manager. 
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Successful strategy implementation requires more than operational planning; it demands 

leadership that can navigate competing organisational priorities with clarity, balance, and 

emotional intelligence. Drawing from both leadership literature and practice, this section 

introduces the concept of a “business trilemma26” a leadership challenge encountered during 

high-growth phases, where three critical outcomes must be achieved simultaneously: 

1. Strong financial performance 

2. High staff morale and retention 

3. Sustained client and partner satisfaction 

Balancing these interdependent outcomes is rarely straightforward. Decisions that optimise one 

may put strain on others. For instance, aggressive cost control may improve profitability but 

negatively affect team morale or service quality. Conversely, over-investing in people 

development without clear returns can impact financial sustainability. Addressing the business 

trilemma requires a synthesis of leadership capability, cognitive intelligence, and emotional 

intelligence. Strategic leaders must weigh data-driven analysis with intuitive judgment, align 

decisions with values, and remain responsive to dynamic team and client needs. 

In the context of integrated growth across facilities management, engineering, and 

environmental services is a key pillar, this leadership framework provides a practical guide for 

trade-off decisions, especially under resource constraints, crisis conditions, or rapid scale-ups. 

Business Process Management 

Operational efficiency is pursued through lifecycle integration of services, from onboarding and 

mobilisation to vendor management, real-time diagnostics, and digital reporting. The Command 

Hub digitises these processes, creating a high-fidelity loop between inputs, outputs, and 

outcomes. This process-centric lens supports lean service delivery, transparency, and cost 

optimisation. This component is a key enabler of the business model consolidation described 

earlier, reinforcing interoperability across FM, PM, cleaning, and FM Services arms. 

Organisational Design 

The firm adopts a matrix-based structure to enable vertical control and horizontal collaboration. 

Key governance nodes include the Facilities and Property Management Board, business unit 

Steering Committees, the PMO, and the Strategy Office. This structure provides dynamic 

coordination, institutional accountability, and operational agility, key features of an 

ambidextrous organisation (O’Reilly & Tushman, 2013). This mirrors the governance structure 

proposed in the plan, which supports cross-functional integration for scalability and strategic 

clarity. 

 

 
26   Business Trilemma is a concept used to describe a situation in which a decision-maker faces three competing objectives, but cannot achieve all 
three at the same time without compromise. As of now, there is no widely recognized academic or published source that has formally defined the 
"business trilemma" 
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Change Management 

Recognising the complexities of transformation, the strategy includes mechanisms for cultural 

integration, workforce retraining, and technology adoption. Implementation is phased to allow 

for co-creation, feedback loops, and knowledge retention. Strategic change is thus approached 

not as a discrete event but as an organisational capability (Kotter, 1996). These principles 

underpin the firm’s post-merger integration protocols and talent strategies, particularly as they 

expand into pest control and landscaping services. 

Performance Measurement 

Quarterly Objectives and Key Results27  (OKRs) are embedded as the central performance 

framework, reviewed by the Strategy Office and validated through the Command Hub 

dashboards. These metrics cover financial, ESG, client experience, and innovation indicators. 

This systematised review cycle supports strategic agility and fosters a culture of accountability. 

The OKR system integrates seamlessly with the governance framework detailed in the plan and 

provides adaptive control for regional expansion and technology deployment. 

Business Intelligence and Analytics 

Data and analytics are treated as core strategic assets. Predictive tools guide resource 

deployment, maintenance cycles, and risk mitigation. In line with the National AI Strategy 2.0, 

these analytics form the backbone of Savills FPM’s intelligent operations and evidence-based 

management. This reflects the digital transformation strategy embedded in the Command Hub 

development and aligns with smart nation imperatives. 

Strategic Alignment 

All initiatives are harmonised with Singapore’s broader strategic ecosystem, including the 

Green Plan 2030, REITM 2.0, Smart FM Guide (2024), and the National AI Strategy 2.0. This 

nested alignment allows Savills FPM to access policy levers, funding opportunities, and 

collaborative platforms that enhance institutional legitimacy and innovation potential. As 

described in the earlier section on national strategies, such alignment is not only compliance-

driven but instrumental in shaping Savills FPM’s long-term market positioning and 

organisational legitimacy. 

Together, these ten pillars constitute the foundational architecture of Savills FPM’s business 

strategy. They provide a comprehensive and integrated framework that enables strategic clarity, 

operational excellence, and sustainable growth across the Asia-Pacific built environment 

landscape. 

Risk Management and Mitigation 

 

 
27 The OKR (Objectives and Key Results) framework was originally developed by Andy Grove, the former CEO and co -founder of Intel. 
It is a goal-setting framework used by organisations to align teams, promote transparency, and drive measurable outcomes.  
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“The biggest risk is not taking any risk… in the world that is changing so quickly” - Mark Zuekerberg, 

Facebook Founder 

Savills FPM’s strategic expansion, particularly its regional ambitions and digital transformation 

agenda, necessitates a multidimensional risk governance framework. The approach treats risk not as a 

peripheral concern but as an embedded competency that informs decision-making, resilience-building, 

and stakeholder trust. 

One of the foremost risks is the persistent shortage of skilled manpower, especially in the 

context of a digitally enabled FPM environment. This is addressed through the implementation 

of the Progressive Wage Model (PWM), developed in consultation with government and 

industry partners, to ensure fair compensation and sustainable career pathways. Further 

mitigation includes close collaboration with Institutes of Higher Learning (IHLs) and 

SkillsFuture to establish FPM-centric training pipelines. Internally, Savills FPM will 

operationalise an in-house academy aligned to AI and sustainability competencies, linked to a 

refreshed employee value proposition (EVP) that elevates engagement and retention. 

Digital Risk: As Savills FPM increasingly relies on its Integrated Command Hub and data-

driven workflows, cybersecurity threats pose both operational and reputational hazards. 

Compliance with the Cyber Trust Mark and alignment with the Cyber Security Agency of 

Singapore’s frameworks provide a baseline for protection. Secure cloud-based environments, 

dual-authentication protocols, and real-time intrusion monitoring systems are core features of 

the digital infrastructure. Staff across functions will undergo regular digital literacy and data 

protection training to cultivate a culture of cyber-resilience. 

Geopolitical and market-entry risks are pertinent to the regional expansion strategy. To 

mitigate these, the firm will deploy a managed partnership model, reduce capital exposure while 

benefiting from local expertise. Each new market will be subject to a detailed regulatory 

assessment and risk audit. Engagement with in-market legal advisors and local compliance 

officers will be a prerequisite. A regional steering mechanism will oversee these operations, 

ensuring alignment with Savills FPM’s central governance model. 

Cultural and operational integration risk arises from the post-merger onboarding of newly 

acquired service arms, such as the cleaning and FM Services subsidiaries. Integration will be 

guided by harmonized HR frameworks, joint KPI structures, and cross-functional leadership 

alignment. Dedicated change management teams will lead onboarding efforts, supported by 

internal communications that promote shared values and transparency. 

Financial and economic uncertainties including inflation, cost volatility, and capital 

expenditure retractions, will be addressed through robust financial planning and stress-tested 

scenario modelling. Outcome-based pricing models and inflation-indexed service contracts will 

be developed in consultation with finance and legal functions. A diversified client base across 

sectors and geographies will help smooth income variability, while strategic reserves will be 

maintained to protect cash flow. 

Lastly, environmental and ESG risks are recognised as both compliance obligations and 

strategic differentiators. As regulatory pressure intensifies and client expectations evolve, 

Savills FPM will embed ESG governance into its Command Hub dashboards, project delivery 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

59 

  

mechanisms, and reporting cycles. Regular sustainability audits, supplier ESG assessments, and 

climate risk disclosures will be institutionalised. 

By embedding risk thinking into the very architecture of strategic execution, Savills FPM positions itself 

as not only opportunity-ready but disruption-resilient. This comprehensive, anticipatory approach 
enables the firm to deliver on its five-year vision with agility, accountability, and foresight. 

 

The Growth–Agility Paradox 

As organisations scale and consolidate, they often trade adaptability for efficiency, creating a 

“growth–agility paradox.” Classic and contemporary streams of research converge on why this 

happens and what leaders can do about it. 

From organic to mechanistic forms. Burns and Stalker’s seminal study shows that firms 

facing dynamic environments need organic structures (decentralised, adaptive) rather than 

mechanistic ones (formalised, hierarchical). As organisations grow, they tend to drift toward 

mechanistic control, which slows decisions and dampens innovation, precisely the risks Savills 

must guard against during consolidation. 

Growth stages and the ‘crisis of red tape.’ Greiner’s growth model predicts that scaling 

through added processes and coordination eventually triggers a “crisis of red tape,” where 

bureaucracy overwhelms responsiveness. The prescription is to deliberately recentre on 

collaboration and cross-functional integration to restore speed. 

Structural inertia and path dependence. Population-ecology research (Hannan & Freeman) 

explains why large, established structures resist change—even when the environment demands 

it. The very routines that once created reliability become inertia that impedes timely adaptation.  

Strategy–structure fit. Chandler’s “structure follows strategy” insight underlines that when 

strategy shifts (e.g., to integrated, tech-enabled services), structure must be re-designed, 

otherwise performance suffers. Mintzberg similarly cautions that a machine bureaucracy 

optimises for standardisation, whereas innovation demands adhocracy and empowered teams. 

Exploitation vs. exploration. Ambidexterity theory (Tushman & O’Reilly) argues 

organisations must exploit today’s operations while exploring new models. Without explicit 

design (structural or contextual ambidexterity), scale tilts the system toward exploitation (risk 

aversion, incrementalism).  

Dynamic capabilities at scale. Eisenhardt and Martin show dynamic capabilities are 

identifiable, learnable routines (e.g., rapid resource reconfiguration) that keep large firms 

adaptive; Teece emphasises sense–seize–reconfigure as an enterprise discipline, not a toolset, 

to continually refresh assets, partnerships and processes. For Savills, this means pairing Pillar 

1 consolidation with Pillar 2’s Command Hub to “sense” shifts (policy, tech, client 

expectations), “seize” opportunities (bundled services, data platforms), and “reconfigure” 

operating models (integrated workflows, decision rights) without adding drag.  
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Agile at scale. Recent practice literature shows large incumbents can regain speed by adopting 

agile at scale: small, cross-functional teams with clear goals, short cycles, and empowered 

decisions, supported by lightweight governance. This counters the red-tape trap during growth. 

Executive perspective on risk and time horizons. As Merck’s former CEO Kenneth C. Frazier 

noted about R&D-intensive industries with long payoff cycles, “one is well served to take the 

long view”, a reminder that avoiding excessive risk aversion is essential to sustain innovation 

while scaling 
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ANNEX B – VRIO ANALYSIS 

Organisational Structure: Agility and Empowerment 

Savills FPM's empowered business unit structure allows for rapid, decentralised decision-

making, fostering innovation, responsiveness, and execution agility. This resource is Valuable, 

not entirely Rare in the local context, but is moderately difficult to replicate due to the cultural 

and leadership alignment required. It is well-organized, thus contributing to a temporary 

competitive advantage in an industry often constrained by rigid corporate governance. The 

VRIO of Savills Facilities and Property Management analysis is appended.  

Resource/Capability 
Valuable 

(V) 
Rare (R) Inimitable (I) Organised (O) Competitive Implication 

Organisational Agility & Empowerment ✓ ✗ ✓ ✓ Temporary Advantage 

Strata Property Management Expertise ✓ ✗ ✓ ✓ Temporary Advantage 

Full-Service Real Estate Consultancy ✓ ✓ ✗ ✓ Temporary Advantage 

Potential Acquisition Strategy ✓ ✓ ✓ ✗ Potential Future Advantage 

Sustainability Credentials & 

Recognition 
✓ ✗ ✓ ✓ Temporary Advantage 

In-house Cleaning Company ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

In-house CMMS ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Sustainability Business Capability ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Integrated FPM Service Delivery Model ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Integrated Command Hub ✓ ✓ ✓ ✓ 
Sustainable Competitive 

Advantage 

Analysis of Strategic Leverage 

1. Property Cube: Digital Customisation Advantage 

Savills’ proprietary computerized facilities management system platform, Property Cube, is a 

clear example of VRIO strength. Its in-house development capability allows rapid 

customisation for client-specific needs, enabling differentiation in tenders and superior service 

transparency. It is rare in Singapore to have this level of tech ownership, and the in-house 

development team makes replication by competitors extremely difficult. 

2. Financial Health & Empowered Organisation 

As part of Savills Singapore, the FPM unit benefits from strong financial stability and an 

empowered business unit structure. This enables rapid decision-making and investment in 

innovation. However, financial strength alone is not rare or inimitable in this industry, resulting 

in only temporary competitive advantage. 

3. Mobile Maintenance Teams: Savills Engineering Services 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

62 

  

While mobile teams have improved responsiveness and geographical service flexibility, similar 

models are emerging in the sector. Although valuable and somewhat rare, they are not difficult 

to imitate, and therefore only provide a short- to mid-term edge. 

4. Sustainability Credentials and National Recognition 

Savills’ leadership in ESG, as demonstrated by awards such as the IFMA Net Zero Organisation 

and SGBC Green FM Certificate, contributes to a robust brand and alignment with procurement 

criteria in public and institutional tenders. Our role in national accreditations (e.g., CFME, 

CFMC) and Savills’ management appointments in SGBC, SIFMA, and IFMA further amplify 

the differentiation. 

5. Integrated Service Delivery Model 

The service amalgamation of FM, cleaning, property management, and sustainability is not only 

rare but also operationalised to meet complex institutional demands. It creates value by reducing 

silos and increasing accountability, delivering seamless, client-centric outcomes. 

6. Weakness in Regional FPM Scale 

Relative to global players like JLL, CBRE, ISS, Savills lacks the same cross-border FPM 

infrastructure and regional depth. This is a recognised limitation, and strategic planning is 

underway to address regional growth and network strengthening. 

7. Integrated Command Hub 

Although currently a strategic plan rather than a live asset, the proposed Integrated Command 

Hub is intended to consolidate digital monitoring, service integration, and predictive analytics 

into one platform. If executed with proper organisational support, it could elevate business 

standings in the built environment industry and thus deliver long-term sustainable advantage. 

Savills FPM holds several internal strengths that qualify as sustainable competitive advantages, 

most notably Property Cube, ESG leadership, and integrated delivery. However, gaps in 

regional FM presence and future-readiness of the Integrated Command Hub need strategic 

attention. The VRIO framework highlights where Savills internal capabilities are aligned with 

strategy and where further investment or organisational maturity is needed. This underscores 

Lynch’s (2018) emphasis on adaptive resource utilisation and capability coherence as essential 

to sustaining long-term strategic advantage. 
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Annex C- Practitioner Frameworks: The Business Trilemma, The 

3Es Behavioural Frameworks, The C3D Decision Framework 

Introduction 

The preceding chapter reviewed a wide range of theories and frameworks across strategy, 

leadership, innovation, change management, and governance. These models provide valuable 

insights into how organisations can pursue transformation. However, as highlighted in Section 

2.7, they often fall short when applied to the realities of facilities and property management 

(SFP) service providers. The literature is fragmented across silos, underemphasises service 

ecosystems, and provides limited guidance on behavioural adoption and structured decision-

making in contract-driven, multi-stakeholder environments. 

The practitioner frameworks presented in this chapter were developed to address precisely these 

challenges. They build upon established theory but extend it into forms that are directly 

actionable in the commercial SFP context. Collectively, they provide leaders with tools to: 

• Balance competing outcomes across profitability, staff welfare, and clients and partners’ 

satisfaction. 

• Drive behavioural change systematically across diverse workforces and organisational 

hierarchies. 

• Improve decision-making quality through inclusive, structured, and learning-oriented 

processes. 

Three frameworks are introduced and elaborated in this chapter: 

1. The Business Trilemma: a leadership model for navigating the simultaneous demands of 

profitability, staff welfare, and client satisfaction. 

2. The 3Es Behavioural Framework: a practical approach to fostering adoption of change 

through Engage, Educate, and Enforce. 

3. The C3D Decision Framework: a governance process for enhancing decision quality 

through Clarify, Co-Create, Decide, and Debrief. 

Each framework is presented in depth, with its conceptual grounding, linkages to existing theory, 

practical application in SFP, and critical reflection on its strengths and limitations. Taken 

together, these frameworks constitute a practitioner-led contribution to the literature and 

practice of SFP transformation, providing a coherent set of tools that align leadership balance, 

behavioural adoption, and decision governance. 

The Business Trilemma 

Conceptual Overview 

In high-growth service businesses such as facilities and property management (SFP), leadership 

is defined by the ability to deliver sustained financial performance under conditions of intense 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

64 

  

price competition, demanding clients, and diverse workforce needs. This dynamic gives rise to 

what is termed the Business Trilemma (Leow, 2025): the simultaneous requirement to achieve 

and sustain three interdependent outcomes: 

1. Profitability: ensuring financial performance in a price-sensitive, tender-driven market 

where margins are continually pressured. 

2. Staff Welfare and Happiness: motivating, retaining, and recognising diverse teams, 

including frontline cleaners, technicians, and security staff, so that results are delivered 

willingly and with pride rather than resentment. 

3. Client and Partner Satisfaction: meeting or exceeding client expectations without eroding 

margins, while ensuring that subcontractors and service partners are treated fairly in the 

value chain. 

 

The trilemma highlights a core leadership tension: driving business performance hard enough 

to deliver results, while simultaneously keeping staff engaged and service partners sustainable, 

and ensuring that clients and partners perceive value at both low-cost and premium price points. 

Practical Illustration in SFP 

The trilemma manifests in everyday leadership choices. For example: 

• Pushing teams aggressively to deliver strong PnL outcomes may achieve profitability but 

risks staff burnout, disengagement, and attrition. 

• Protecting margins by cutting vendor fees may harm subcontractor sustainability and 

damage long-term partnerships. 
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• Offering services at rock-bottom prices may secure client contracts but undermine both 

profitability and the ability to invest in staff welfare. 

Conversely: 

• Investing heavily in staff welfare and not driving performance without a clear commercial 

model risks eroding margins. 

• Over-servicing clients at the expense of profitability may create short-term goodwill but 

long-term instability. 

• Overprotecting vendor margins without managing costs may weaken competitiveness in 

tenders. 

This is the real essence of the trilemma: no decision optimises all three simultaneously; leaders 

must continually recalibrate to prevent overemphasis on one dimension destabilising the others. 

Linkages to Theory 

The Business Trilemma draws from and extends established frameworks: 

• Beer & Nohria’s Theory E and O: balancing economic outcomes (E) with organisational 

capability and people (O). The trilemma introduces a third axis, client and partner 

satisfaction, that is critical in SFP service ecosystems. 

• Triple Bottom Line (Elkington, 1997): balancing People, Planet, Profit. The trilemma 

reframes this as Staff Welfare, Client/Partner Value, and Profitability, tailored to SFP 

realities. 

• Stakeholder Theory (Freeman, 1984): creating value for multiple stakeholders 

simultaneously. The trilemma operationalises this tension in the context of contract-based 

service delivery. 

Leadership and the Trilemma 

Ultimately, the Business Trilemma is a leadership challenge, not merely a management one. 

Profitability, staff welfare, and client satisfaction cannot be achieved through systems or 

controls alone; they require leaders who can inspire, align, and sustain people through 

competing pressures. 

“The greatest leader is not necessarily the one who does the greatest things. He is the one 

that gets the people to do the greatest things” – Ronald Reagan (1990).  

This perspective aligns closely with transformational leadership theory. Bass and Avolio (1994) 

describe transformational leaders as those who: 

• Inspire vision and purpose (idealised influence). 

• Motivate and energise people toward collective goals (inspirational motivation). 

• Provide intellectual stimulation to encourage problem-solving and innovation. 

• Offer individualised consideration by recognising and supporting the needs of staff. 
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Applied to the trilemma, transformational leadership means: 

• Driving profitability not by exploiting people, but by inspiring them to innovate, improve 

processes, and take ownership of productivity. 

• Securing staff welfare not through token initiatives, but by genuinely motivating people to 

willingly contribute their best and recognising their value. 

• Achieving client and partner satisfaction not through over-servicing or margin suppression, 

but by creating an ecosystem of trust and respect where staff and service partners deliver 

excellence because they feel empowered. 

Thus, the Business Trilemma reframes leadership as the art of balancing competing pressures 

through people. Financial outcomes and client satisfaction flow not from managerial control, 

but from mobilising teams and partners to achieve shared goals. In this way, the trilemma 

becomes not just a structural reality of SFP, but also a test of transformational leadership 

capability. Leaders move within the triangle, constantly recalibrating positions. Pressing too far 

toward one corner (e.g., maximising profitability) inevitably pulls the organisation away from 

another (e.g., staff morale or partner fairness). 

 

The 3Es Behavioural Framework 

Conceptual Overview 

Transforming SFP businesses requires not only new strategies and systems but also behavioural 

change at every level of the organisation. Contracts are won or lost not just on price or 

technology but on the consistency, professionalism, and morale of the people delivering 

services daily. Yet influencing human behaviour is one of the most challenging aspects of 



Swiss School of Business Research 
Doctor of Philosophy (PhD) by Portfolio  Robin Leow 

67 

  

organisational change, particularly in multi-layered workforces that span executives, managers, 

frontline staff, and subcontractors. 

The 3Es Behavioural Framework (Leow, 2025) structures this challenge into three progressive 

stages of influence: 

1. Engage: leaders begin by conveying the need for change through dialogue, trust-building, 

and communication. Engagement creates buy-in by respecting people’s perspectives and 

inviting voluntary participation. 

2. Educate: once engaged, staff and stakeholders must be educated on why change is 

necessary. Providing knowledge, context, and resources empowers people to align with 

organisational goals and reduces resistance. 

3. Enforce: authority, rules, or consequences are applied only when engagement and 

education prove insufficient, or when crisis management requires immediate compliance. 

Enforcement ensures accountability when time is of the essence and collective discipline is 

non-negotiable. 

This progression reflects the principle that lasting change cannot be mandated at the outset; it 

must be built through engagement and education. However, enforcement remains a critical 

leadership tool not as a default, but as a safeguard and stabiliser when other levers fail or 

urgency demands swift execution. 

Linkages to Theory 

The 3Es Framework builds on and extends several streams of academic thought: 

Rogers’ Diffusion of Innovation (1962, 2003): describes adoption across innovators, early 

adopters, early majority, late majority, and laggards. The 3Es complement this by offering a 

behavioural mechanism to move people along the adoption curve, engaging innovators, 

educating the early and late majority, and enforcing compliance among laggards. 

Kotter’s 8-Step Change Model (1996): emphasises urgency, coalition, vision, communication, 

and anchoring change. The 3Es distil these into a pragmatic micro-process applicable at all 

organisational levels. For example, “communicating the vision” becomes engagement; 

“anchoring change” is reinforced through education and, if needed, enforcement. 

Goleman’s Emotional Intelligence (1998): highlights self-awareness, self-regulation, 

motivation, empathy, and social skill. The 3Es provide a structured way of applying EI: leaders 

engage through empathy, educate through social skill and motivation, and enforce through 

balanced self-regulation. 

In this sense, the 3Es are not a rejection of existing theory but a practical condensation tailored 

to SFP realities. 

Application in SFP Business Realities 
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The 3Es are particularly suited to SFP contexts where large, diverse workforces must adapt to 

integration, technological adoption, or changing client requirements. 

Engagement: When integrating cleaning and FM operations, leaders can engage staff through 

dialogue sessions, explaining how integration strengthens service branding and creates career 

opportunities. 

Education: Leaders then educate staff on the rationale, for instance, explaining why IoT 

adoption, ISO compliance, or sustainability reporting is not optional but critical to win tenders 

and remain competitive. 

Enforcement: If engagement and education are insufficient, enforcement becomes necessary. 

For example, during a critical service disruption or safety breach, leadership may issue a firm 

directive: “Follow this process immediately, no exceptions.” Enforcement in this context is not 

punitive but protective, ensuring continuity, safety, and contractual compliance when time for 

debate has passed. 

This flexible sequencing — Engage → Educate → Enforce — reflects a pragmatic balance 

between persuasion and authority. It acknowledges the human need for explanation and respect, 

but also the commercial reality that SFP leaders must sometimes act decisively to protect clients, 

staff, and organisational reputation. Rather than being linear, the framework is cyclical: 

enforcement outcomes feed back into renewed engagement and education, ensuring that 

behavioural alignment is continuously reinforced. 
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The C3D Decision Framework 

Conceptual Overview 

In complex service ecosystems like SFP, effective decision-making is central to transformation. 

Decisions range from strategic choices about acquisitions and technology investments to 

operational calls during service disruptions. Poor decisions can have significant consequences: 

financial loss, client dissatisfaction, reputational damage, or staff disengagement. Yet decision-

making in SFP is rarely straightforward, as leaders must balance client demands, contractual 

obligations, workforce welfare, and partner interests simultaneously. 

The C3D Decision Framework (Leow, 2025) provides a structured governance model for 

improving decision quality. It comprises four iterative stages: 

1. Clarify: define the issue, scope, and decision rights, ensuring that all stakeholders 

understand what is being decided and why. 

2. Co-Create: involve diverse stakeholders in generating options, drawing on cross-unit 

knowledge and perspectives to prevent blind spots and build ownership. 

3. Decide: make the choice through structured, transparent processes, balancing speed with 

quality, and ensuring accountability. 

4. Debrief: review outcomes to capture learning, embed knowledge into institutional 

memory, and refine future decision-making. 

Unlike ad hoc or purely hierarchical decision-making, C3D institutionalises a repeatable, 

inclusive, and learning-oriented process, embedding governance into organisational culture. 
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Linkages to Theory 

C3D draws from and extends multiple strands of decision-making scholarship: 

• Bounded Rationality28 (Simon, 1957): decisions are limited by imperfect information and 

cognitive constraints. Clarify and Co-Create stages mitigate this by broadening 

perspectives and structuring information flow. 

• Groupthink (Janis, 1972): conformity risks undermine decision quality. C3D addresses 

this by embedding dissent through role diversity, rotating facilitators, and encouraging 

psychological safety. 

• Decision Models (Vroom & Yetton 29 , 1973): propose situational approaches to 

participation in decision-making. C3D provides a concrete method for enacting 

participation through co-creation, while still preserving leadership accountability. 

• Psychological Safety (Edmondson, 1999): emphasises environments where people feel 

safe to speak up. C3D operationalises this by creating structured opportunities for input 

and reflection. 

• Type 1 vs Type 2 Decisions30 (Bezos, 2015; McKinsey, 2023): Type 1 are high-stakes, 

irreversible; Type 2 are reversible and iterative. C3D supports categorisation and ensures 

appropriate governance mechanisms are applied. 

Thus, C3D integrates theoretical insights into a practical, cyclical process tailored to SFP’s 

multi-stakeholder, contract-based environment. 

Application in SFP Business Realities 

The need for structured decision governance is acute in SFP: 

• Tendering: Bidding for contracts requires clarity on margins, service scope, and risk-

sharing. Co-creation with finance, operations, and legal ensures blind spots are addressed 

before deciding. Post-bid debrief captures lessons for future tenders. 

• Integration of service lines: Decisions about aligning FM, PM, cleaning, and engineering 

require cross-unit collaboration. C3D structures dialogue, preventing siloed decisions and 

reinforcing alignment. 

• Crisis management: During major service disruptions (e.g., power outage), rapid 

clarification of authority, co-creation of solutions among experts, decisive action, and 

structured debrief are essential. 

 
28 Bounded Rationality (Simon, 1957): Decision-makers satisfice rather than optimise due to limits of information, cognition, and time. In SFP, 

this occurs in contract bidding under uncertainty, reinforcing the need for structured decision frameworks. 
29     The Vroom-Yetton decision making model, also known as the Vroom Yetton Jago Decision Making Model, assumes that the degree to 

which subordinates should be encouraged to participate in the decision making depends on the characteristics of the problem. This model 

outlines five distinct decision-making styles: Decide (Autocratic), Delegate, Consult, Consult (in a group), Facilitate (Group Decision). The 

core principle of the model is that no single decision-making style is optimal for every situation 
30  A Type 1 decision represents a door you walk through and can’t go back, such as quitting a well-paying job to focus on your side-hustle full 

time, while Type 2 decision represents a reversible choice by an individual or smaller groups, for example, testing a new product with a group 

of beta customers or the layout of a section on the Amazon store. Spend about 10% of your time for Type 1 decision as they need attention and 

time consuming. Make these decisions while emotional stable. Type 2 decisions can be delegated and reversed when you need them. 
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• Partnerships: Negotiating with subcontractors or technology vendors benefits from C3D 

by involving multiple voices internally, making transparent decisions, and learning from 

outcomes to refine governance models. 

For Savills, applying C3D means moving from personality-driven or silo-based decisions to an 

institutionalised culture of decision quality, inclusivity, and learning. This cycle emphasises that 

decision-making is not one-off but iterative. Each debrief feeds learning into future 

clarifications, improving institutional intelligence over time. 

An Integrated Operating Model for SFP Transformation 

The three frameworks can be viewed as a multi-layered operating model for SFP 

transformation: 

1. Strategic Layer 

Business Trilemma: sets the leadership challenge of balancing profitability, staff welfare, 

and client satisfaction. 

2. Behavioural Layer  

3Es Framework: provides the method for aligning people with organisational 

transformation, ensuring that behaviours support strategic goals. 

3. Governance Layer  

C3D Framework: institutionalises decision-making quality, ensuring that trade-offs are 

made inclusively, transparently, and with organisational learning. 
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This layered approach ensures that transformation is not only strategically coherent but also 

behaviourally adopted and governed with integrity. It moves SFP transformation from being 

reactive and fragmented to proactive, integrated, and future-oriented. This visual representation 

shows how leadership balance sets direction, behavioural alignment enables execution, and 

decision governance ensures continuous improvement. However, the frameworks also require 

leadership maturity to implement effectively. The Business Trilemma demands judgment in 

balancing competing outcomes; the 3Es require emotional intelligence to apply persuasion 

before authority; and C3D requires discipline to sustain reflection and learning. The 

effectiveness of these tools depends not only on their design but on the leadership culture and 

organisational context in which they are deployed. 

Application of the Business Trilemma 

The Business Trilemma (Leow, 2025) frames the leadership challenge of integration: 

achieving profitability, staff welfare, and client/partner satisfaction simultaneously. 

Profitability: Integration is expected to yield efficiency gains through shared resources, cross-

utilisation of manpower, and reduced duplication in back-office functions. However, pressure 

to deliver aggressive PnL results can create strain on teams. 

Staff welfare: Merging units risks anxiety over role redundancy, unequal recognition, and 

cultural “in-groups” (e.g., AMS staff initially feeling separate from Savills). Leaders must 

maintain morale and ensure all staff feel part of one identity. 

Client/partner satisfaction: Clients demand seamless continuity during integration. 

Overemphasising cost-saving risks service dips, while over-accommodating clients by over-

servicing erodes margins. Subcontractors may also feel squeezed if integration is framed purely 

as cost control. 

The trilemma provides a strategic compass, reminding leaders that sustainable growth lies 

not in optimising one dimension but in maintaining dynamic balance among the three. 

Application of the 3Es Behavioural Framework 

The 3Es Behavioural Framework (Engage, Educate, Enforce) structures how leaders 

influence behavioural adoption during integration. 

Engage: Dialogue sessions with AMS and FM staff highlighted opportunities in career 

progression and brand strengthening. This built early trust and reduced resistance. 

Educate: Staff were trained in new workflows, ISO-aligned standards, and the rationale for 

integration (e.g., why sustainability reporting is critical to winning tenders). Education 

reframed change as opportunity rather than threat. 

Enforce: Where safety or contractual obligations were at stake, enforcement was necessary. 

For example, compliance with new safety protocols or client KPIs required directives to be 

followed without exception. 
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This sequencing (Engage → Educate → Enforce) ensured that most adoption was voluntary 

and empowered, while authority was reserved for critical moments. It reflected the human 

realities of SFP transformation, where frontline staff, managers, and executives all require 

tailored approaches. 

Application of the C3D Decision Framework 

The C3D Decision Framework (Clarify, Co-Create, Decide, Debrief) institutionalised 

decision-making quality during integration. 

Clarify: Defined clear roles and decision rights for FM, PM, cleaning, and engineering 

managers. This reduced duplication and ambiguity in responsibilities. 

Co-Create: New SOPs and workflows were developed collaboratively with cross-unit 

leaders, avoiding siloed solutions. 

Decide: Integration committees used structured governance to finalise processes, ensuring 

accountability and transparency. 

Debrief: Post-integration reviews captured lessons, creating playbooks for future acquisitions 

such as Bumblebee Engineering. 

Through C3D, decisions became less personality-driven and more institutionalised, 

strengthening both psychological safety and organisational learning. 

Early Insights from Integration 

Several key insights have emerged: 

Efficiency gains: Cross-utilisation of manpower across contracts has improved responsiveness 

and reduced idle capacity. 

Cultural friction: AMS staff initially felt like “outsiders,” but engagement and education 

helped build a shared identity. 

Client reassurance: Some clients feared service dips; proactive communication and 

transparent reporting mitigated concerns. 

Vendor alignment: Integration required clear messaging that subcontractor partnerships would 

remain sustainable, avoiding the perception of margin suppression. 

Strategic Implications 

Integration creates both immediate and long-term advantages: 

• Foundation for digitalisation: Without integration, Command Hub (Pillar 2) would rest 

on fragmented processes. 
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• Scalability: A unified platform strengthens Savills’ ability to expand regionally (Hong 

Kong, Vietnam, Malaysia). 

• Market positioning: Integrated services differentiate Savills from competitors who 

remain siloed, creating a potential “blue ocean” of bundled, strategic SFP offerings. 

However, integration is not a one-off achievement. Sustaining it requires ongoing cultural 

alignment, continual reinforcement of shared values, and vigilance against regression into silos. 

  

Theory and Exhibit by Robin Leow. 

AI Phase Strategic Value FM/PM Outcome 

Generative AI 
Efficiency, reduced 

admin burden 

Next level: With Generative AI, services become enhanced through 

automation and personalization. Tasks such as automated replies, 

predictive maintenance suggestions, and content creation improve 

efficiency and user experience. Think of this as "assisted intelligence", 

humans remain in the loop, and AI enhances productivity. 
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AI Phase Strategic Value FM/PM Outcome 

Agentic AI 

Automation, real-

time decision-

making 

Next Paradigm: With Agentic AI, we enter a paradigm where AI agents 

can autonomously plan, execute, and adapt to user goals across systems. 

Service delivery becomes proactive, context-aware, and multimodal, 

agents negotiate, schedule, monitor, and even optimize systems end-to-

end. This represents "delegated intelligence" where agents act on our 

behalf in dynamic environments. 

AGI Readiness 

Strategic foresight, 

innovation 

positioning 

Next consciousness or cognitive tier at the AGI stage, an unprecedented 

level where machines can understand, reason, and learn across domains 

like a human. Services become intuitively adaptive, capable of empathetic 

interaction, ethical reasoning, and self-improvement. This phase might be 

called "symbiotic intelligence", where machines are no longer just tools 

or agents, but true collaborators. 
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