
i

A vision for transformation and social cohesion

26 October 2018 

Creating a 
Just and Equal 
South Africa



© National Business Initiative 2018. All rights reserved. Reproduction is not permitted without prior 
permission from the National Business Initiative.   



1

 Table of Contents

Our Vision ....................................................................................................................................................... 2

1 Introduction ............................................................................................................................................ 3

2 Summary of Key Themes and Outcomes ............................................................................................ 4

3 The National Business Initiative............................................................................................................ 5

3.1 The National Business Initiative (NBI) .......................................................................................... 5

3.2 The NBI’s Transformation and Social Cohesion Programme ..................................................... 5

3.3 The Visioning Report ..................................................................................................................... 7

4 Background ............................................................................................................................................ 8

4.1 The State of Transformation ......................................................................................................... 8

5 The Visioning Methodology and Process .......................................................................................... 11

5.1 The Horizons Methodology ........................................................................................................ 11

5.2 The NBI Visioning Process .......................................................................................................... 11

5.3 Limitations and Challenges......................................................................................................... 18

6 Way Forward ........................................................................................................................................ 20

6.1 H2: Pathways Development ........................................................................................................ 20

7 Appendix .............................................................................................................................................. 22

7.1 Workshop Participants ................................................................................................................ 22



2

Our Vision

Our collective desired future state is where….

Bold and courageous business leaders with empathy 
and a deep understanding of the lived realities of all 

South Africans

are committed to achieving social cohesion by 
addressing the societal challenges of structural 

inequality and inequity with urgency

by sustainably growing businesses and an inclusive economy.

Business leadership is reflective and representative of 
South Africa’s diversity, 

where all have an equal voice, are trusted and 
respected.

Leaders at all levels actively create inclusive 
organisations where all employees are recognised, feel 
they can be their authentic selves and believe that they 

belong.

Organisations embody curiosity, flexibility, agility and 
adaptability, underpinned by real commitment to 

addressing society’s challenges.

Organisations come together to critically reflect and 
dialogue on private sectors role in society.

The private sector breaks down the barriers to entry 
to create jobs and build enabling environments for 

entrepreneurs and small businesses.

The private sector commits to partnerships and 
collaborations to achieve an inclusive economy and 

create a thriving society of abundance.

The National Development Plan Vision (NDP) Statement

We, the people of South Africa, have journeyed far 

since the long lines of our first democratic election on 27 April 1994, 

when we elected a government for us all. 

Now in 2030 we live in a country 

which we have remade.
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1. Introduction

This report reflects the outcomes of a series of interactions that the NBI has had with our members 
over the past six months in which we have collectively explored our understandings of what 
transformation is and how we urgently achieve it. 

We have done this as a contribution to the corporate sector’s transformation journey and in the 
knowledge that there is a long road to walk to realise the visions set out above.  The work has 
also been informed by the strong sense that while there are pockets of outstanding leadership 
and transformational best practice, too many companies approach transformation as a regulatory 
compliance issue. 

In our view this approach misses the core opportunity - that of contributing in a deep and meaningful 
way to eradicating discrimination, inequity and inequality and in so doing building social cohesion, 
common purpose and harmonious relationships in the workplace as well as between business and 
the broader society. 

The journey we have walked in this process has been one that has been embedded in deep respect 
for each other – for our histories and backgrounds, for our life experiences, for our understanding 
of our identities and aspirations. We have discovered that the process of engagement and talking 
that we initiated, is in itself a healing journey and one that if replicated in appropriate ways in the 
workplace could truly shift deeply held attitudes and prejudices. We have also discovered that across 
sectors and geographies, and despite our diversity, we have much in common and that our key 
preoccupations and challenges are often very similar. 

We asked our participants to move from problems to solutions, to liberate themselves for a moment 
from the constraints of their daily lives to imagine a future state of their companies in which the 
transformation challenges are solved and in which the relationship between business and society 
is a healthy and generative one. Going forward, we will work systematically to ground this in a set 
of research, case studies and guidance documents that will hopefully help all of us to achieve our 
respective visions in accelerated time and with large impact. 
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2 Summary of Key Themes and Outcomes

Theme Objective NDP Sustainable Development 
Goals (SDGs)

Leadership Bold and courageous 
leadership at all levels of 
an organisation that is self-
reflective and committed to 
achieving sustainable change 
within companies and in 
society.

Economy and 
employment

Economic 
infrastructure

Fighting corruption

Inclusive & 
Cohesive 
Organisations

Organisational cultures 
that actively recognise and 
appreciate all employees 
and create an inclusive 
environment of thriving and 
productive people.

Economy and 
employment

Representation 
& Diversity

Address inequality by 
supporting diversity at 
all levels and develop 
leadership teams that are 
representative, especially in 
terms of race and gender.

Economy and 
employment

Demographic trends

Dialogue Open, honest and 
constructive dialogue that 
creates understanding 
and fosters empathy and 
compassion between people 
within organisations.

Nation-building and 
social cohesion

Partnership & 
Collaboration

Build trust through 
partnership and 
collaboration underpinned 
by a willingness to share 
within and between the 
private and public sector.

Nation-building and 
social cohesion

Creating & 
Supporting 
SMEs

Reduce the barriers to entry 
for entrepreneurs, small and 
medium-size businesses by 
creating a conducive and 
supportive eco-system.

Economy and 
employment

An integrated 
and inclusive rural 
economy

Education, 
Skills & Youth 
Employability

Improve education from Early 
Childhood Development 
(ECD) to tertiary education 
and align education and 
training with the needs of a 
changing world. 

Improving 
education, training 
and innovation

Summary of Key Themes and Outcomes
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3 The National Business Initiative (NBI)

3.1 The National Business Initiative

The NBI aims to drive business participation in economic and social transformation

We believe that…

• A sustainable society is possible;

• Business has a key role to play in fostering equity and inclusivity and in redress;

• The social contract between business and society must be renegotiated;

• Business cannot succeed in a failing society and business success is inextricably linked to 
a thriving society, built on trust and good relationships with government and other key 
stakeholders; 

• Our past and present ill-treatment of the environment and our natural resources will 
cause inflationary pressures and undermine growth in the medium and long-term; and

• Collective action between business, government and civil society will support large-scale 
system change in a sustainable way.

We aim to drive conversations, leading to action through:

Strategic thought leadership that uncovers areas of shared risk and opportunity. These 
opportunities and risks form the basis for designing collective action programmes and understanding 
implementation approaches. 

Building the capacity of all stakeholders, with a focus on business, to engage in potential collective 
action programmes. Building parity in knowledge, understanding and capacity across partners 
enhancing potential success of collective projects.

Designing and implementing collective projects that lead to business-led solutions, which unlock 
developmental outcomes that drive sustainable growth; underpinning business being able to engage 
in courageous conversations with multiple stakeholders.

3.2 The NBI’s Transformation and Social Cohesion Programme

Transformation is a highly personal and emotive issue, as it essentially requires us to examine who 
we are as individuals, within organisations and in society. It speaks to our own sense of belonging 
in a society that is on a journey in which it is critical to make amends for a divisive and difficult past 
in order to move forward in unity. The legacy of the past is characterised by massive inequality and 
inequity, and today more than half of South Africans still live in poverty. The highly personal nature of 
transformation also means that it is interpreted differently by people.

For the purpose of the programme, the NBI references the National Development Plan as a useful 
framework for the dialogue on transformation.
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South Africans have made progress since 1994 in uniting the country, yet 
society remains divided. Inequality and inequity continues. Opportunity 
continues to be defined by race, gender, geographic location, class and 
linguistic background. “Inequality hardens society into a class system, 

imprisoning people in the circumstances of their birth. Inequality corrodes 
trust amongst fellow citizens, making it seem as if the game is rigged”. 

South Africa belongs to all who live in it and we seek to build a society where 
opportunity is not defined by race, gender, class or religion.

Some form of redress is essential to help solve the problem of unequal 
opportunity. There is a broad acceptance of the logic that without correcting 
the wrongs of the past, we cannot unite around common goals. Interventions 
have included affirmative action, black economic empowerment, progressive 

taxation, preferential procurement and land reform.

Removing the shadow of apartheid means developing the capabilities of 
the historically disadvantaged to take advantage of the opportunities that 
democracy, openness and the economy afford. This means that education, 
training and skills development are critical, as is work experience, because 
it affords opportunity to learn, progress, earn an income, access credit and 
make a home. Other basic services such as health, water, sanitation, public 

transport, safety and social security are all vital to address deprivation.

The ‘Triple Threat’ of unemployment, inequality and poverty poses signification threats to our 
economy and society. The NBI believes that business cannot succeed in a failing society and that 
business has a key role to play in building an equitable and prosperous society in which there is 
reduced inequality, a growing economy, increased access to more jobs, a high-quality education 
system, an environment that supports the development and growth of small and medium enterprises, 
as well as sound environmental stewardship. Achieving this requires business to ’walk the talk’ 
and requires that companies identify and comprehensively address challenges to transformation 
and see themselves as powerful societal change agents. In addition, the legacies of discrimination 
and prejudice that are experienced by many in corporates and corporate cultures that are not yet 
inclusive, must also be addressed

While companies continue to contribute to addressing transformation in many and varied ways, the 
NBI recognises that to fundamentally shift our society and economy, companies need to take the 
opportunity for collective re-commitment to meaningful change in addressing issues of inequality 
poverty and exclusion. The challenges that remain suggest that we need to continue to build on the 
successes and find innovative ways to transform organisations and our society. 
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Our programme objectives are to:

3.3 The Visioning Report

This report details the visioning process that forms the basis for the NBI’s Transformation and 
Social Cohesion programme. The process leveraged off the collective experiences and inputs from 
company representatives and was supported by insights from various experts. The visioning process 
was a rich and deep engagement and dialogue that required personal reflection and the willingness 
to be open to difficult conversations with the aim of reaching understanding and a shared end goal.

The report provides background context to establish the understanding of transformation, explains 
the methodology used, details the various engagements that contributed to creating the visioning 
and determining the pathway themes that will take the work forward.

In addition to describing the approach and outcomes of the visioning process, the report aims 
to share the level of deep and meaningful dialogue and personal reflection and engagement. 
Throughout the process, it was noted by participants that there is a real need within workplaces, and 
broadly in society, to create spaces to have candid and constructive dialogue on issues of identity, 
difference and belonging. The building of understanding through dialogue was a crucial part of 
driving action towards transformation and fostering social cohesion.

Collectively craft a vision and business commitment to contribute towards an equal and just 
South Africa.

Establish a platform for robust interaction and engagement on how corporate South Africa 
addresses transformation issues and reconceptualise the role that corporates have in 
achieving an equitable and thriving society. 

Draw on best practice and lessons learned to collectively craft a vision for South African and 
determine innovative approaches to achieve our objectives.

Address corporates’ internal transformation challenges, through activities that complement 
the broader business conversation, and that has an approach that is founded on experiential 
learning and learning by sharing.

Candidly discuss and analyze issues of inequality and inequity within corporates and between 
corporates and the rest of society, including addressing issues of race, gender, age and class. 
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4. Background

4.1 The State of Transformation

Transformation is the transition from an exclusionary and unequal society to an inclusive and 
equitable one. Achieving this transformation in South African society is dependent on a deep 
understanding of the complex socio-economic context and how to address it. 

Inequality

One of South Africa’s major challenges is rising inequality. A recent report 
published by the World Bank lists South Africa as the most unequal country in 
the world, with a Gini-Coefficient of 0.63.1 Additionally, recent data brings to 
light the multidimensional nature of inequality, which is still driven by a history 
of exclusion. The nature of inequality in South Africa translates into an economic 
duality that splits the nation between a small wealthy elite and a majority 
which must contend with harsh realities of exclusion and poverty. South Africa’s 
income inequality has been characterised as a ‘10% problem’ in that 10% of the 
population receives two-thirds of the national income. 

In actual terms this 10/90 split translates to the top 10% in South Africa affording 
lifestyles that is equivalent in purchasing power parity to the same cohort 
in Spain, Italy and France. A large bulk of the 90%, roughly 50% of the total 
population, earn wages that are equivalent to workers in Bangladesh. This 
bottom-half society comes from households with a per capita income of R1, 149 
or less.2 

1  http://documents.worldbank.org/curated/en/530481521735906534/pdf/124521-REV-OUO-South-Africa-Poverty-and-
Inequality-Assessment-Report-2018-FINAL-WEB.pdf 1 

2 https://www.dailymaverick.co.za/article/2018-07-19-inequality-in-south-africa-beyond-the-1/amp/?__twitter_
impression=true

South 
Africa’s 

inequality

0.63

South Africa is one 
of the most unequal 
societies in the 
world. 

Our low rate of 
economic growth 
means it is difficult 
to generate 
sufficient jobs

Number of people 
on social grants in 
2015/16

More than half of the 
population of South Africa 
is living in poverty, and is 
increasing since 2015.

High 
unemployment 
remains the key 
challenge for 
South Africa

Percentage of SAs* 
with no formal 
education. Poverty 
declines with rising 
levels of education.

Number of service 
delivery protests in 2017, 
compared to 137 in 2016

0.63
Gini 

Coefficient

Nearly 
38.2% 
Youth  

unemployed

17.1 
million 

55%

26.7% 
employment 

rate

23%

164

South Africa’s high level of poverty and inequality is 
unstable and unsustainable 
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While inequality largely continues to be driven by race and gender, there is 
increasing evidence that education and income are playing larger roles in 
driving inequality in South Africa. 

Unemployment

In addition to high inequality, South Africa has a massive unemployment 
problem, particularly relating to the youth (15–34), who are 35.7% of the 
population. In terms of the narrow definition of unemployment, South 
Africa sits at 26.7%3, however; if one considers the expanded definition of 
unemployment, which includes discouraged job-seekers, the unemployment 
rate sits at a staggering 36.6 %. Youth unemployment sits at 38.2%. The large 
bulk of unemployed youth are people who have passed matric but did not move 
on to higher education and those who left school without a matric certificate. In 
contrast, unemployment among those with tertiary education remains relatively 
low. Inequality and poverty continue to be driven by education, income, gender, 
and race; however, income and education have now become the biggest drivers 
of inequality. The result is that the labour force with tertiary education enjoys 
high incomes while remaining relatively small, while the larger bulk of unskilled 
employees earn very low wages. 

Poverty

South Africa is a country that faces a complex but interconnected set 
of challenges, as highlighted through the link between the inequality, 
unemployment and poverty or what is known as the ’Triple Threat’. While 
there have been some gains in respects to poverty eradication since 1994, 
largely due to social assistance programmes, there is evidence to suggest 
that those gains are being reversed. While the poverty headcount fell 
between 2006 and 2011, poverty levels in South Africa rose in 2015, with 55.5% 
of South Africans considered poor4. Despite the rise in the poverty headcount, 
the numbers are still better than in 2006 when roughly 66.6% of the population 
was considered poor. 

There are still indications that poverty, inequality and unemployment 
disproportionately affect certain groups, mainly children, black Africans, 
women, people with very little education, and people in rural areas and 
informal urban settlements. Additionally, women-headed households are up 
to 10% more likely to slip into poverty and 2% less likely to escape poverty 
than members of male-headed households. This is particularly serious given 
the extremely high percentage of families headed by single women. This 
highlights the obstacles and levels of exclusion faced by women in South Africa, 
particularly poor black women. 

As stated above, the largest drivers of inequality and poverty in South Africa 
are educational levels and income levels. However, this does not mean that 
gender and race do not continue to play an important role. The poverty 
headcount for black people is over 60%, while fewer than 5% of the white 
population are considered poor. For black women-headed households, the 
number sits at almost 70% while households headed by men have a poverty 
headcount of 40%. In 2014, 61% of the white workforce was considered skilled, 
up from 42% in 1994, while only 3% of the white workforce was considered as 
low-skilled. On the other hand, 18% of the black workforce being considered 

3 http://www.statssa.gov.za/publications/P0211/P02111stQuarter2018.pdf
4 http://www.statssa.gov.za/?p=10334

26.7%
Unemployment

55.5%
Living in 
Poverty
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skilled, with the large bulk of the black workforce was considered semi-skilled 
or low-skilled5. 

The socio-economic realties of inequality and poverty find greatest expression 
in the composition of the private sector in South Africa. According to the 
Department of Labour, white people occupied 72% of the positions in the 
private sector. At top level management, white people held 68.5% of all senior 
managerial positions. 55.2% of all promotions went to white South Africans.6 
This is in stark contrast to the public sector where black South Africans occupy 
73.2% of all senior management positions. White men alone account for 59.1% 
of all senior management positions, while black women who constitute 35.1% of 
all Economically Active Persons (EAP) in South Africa, occupy a mere 3.3% of all 
senior managerial positions. 

Social Protection

The above shows the massive challenges faced by our society. Many social 
commentators have asked how is it that despite high unemployment, massive 
inequality and the slow pace of transformation, South Africa is not faced with 
fundamental social unrest that has destabilised the entire society. Part of the 
answer lies in the fact that South Africa uses 3.3% of its total GDP to service 
social assistance programmes7. This is high when compared with most nations, 
for example, China only uses 0.8% of its GDP to service social assistance 
programmes, while India uses 1.5% and Brazil 1.4%. With the cost of living rising 
so rapidly, the social assistance that 33%8 of the population is dependent on, 
may not be enough to keep a large section of our population out of extreme 
poverty. The increase of the poverty headcount since 2015 is an indication of 
this. These challenges threaten the very fabric of our society. The root causes of 
poverty and inequality need to be addressed urgently to create an inclusive 
economy and build social cohesion.

5 https://www.statssa.gov.za/presentation/Stats%20SA%20presentation%20on%20skills%20and%20unemployment_16%20
September.pdf

6 https://businesstech.co.za/news/business/173911/these-graphs-reveal-the-truth-about-black-and-white-management-in-
south-africa/

7  http://datatopics.worldbank.org/aspire/indicator/social-expenditure
8  https://theconversation.com/why-social-grants-matter-in-south-africa-they-support-33-of-the-nation-73087

17.1 
million 

people on 
social grants
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5. The Visioning Methodology and Process

It is widely recognised that while the private sector has made great strides in addressing 
transformation, mainly through compliance to the BBBEE codes, the pace is ominously slow 
and there remain major challenges and barriers that hinder progress. The main objectives of 
the transformation visioning process were to critically reflect on the slow progress in addressing 
transformation, and to rethink businesses’ role and approach to addressing issues of inequality and 
poverty. 

The outcome of the process provides a good understanding of where we are, a clear picture of where 
we want to be and a framework of how we will get there. 

5.1 The Horizons Methodology9

The NBI utilised the Three Horizons Methodology developed by the International Futures Forum to 
guide the Transformation visioning process.

Three Horizons is a simple and intuitive framework for thinking about the future. At its simplest 
we can see it as describing three patterns of activity and how their interactions play out over time.  
The framework maps a shift from the established patterns of the first horizon to the emergence of 
new patterns in the third, via the transition activity of the second.

But the Three Horizons are about much more than simply stretching our thinking to embrace the 
short, medium and long term. The central idea of Three Horizons, and what makes it so useful, is 
that it draws attention to the three horizons as existing always in the present moment, and that 
we have evidence about the future in how people (including ourselves) are behaving now. The 
outcome of Three Horizons work is a map of transformational potential which enables us to act 
with more skill, freedom and creativity in the present, both individually and together.

The first horizon – H1 – is the dominant system at present. It represents ‘business as usual’.  
We rely on these systems being stable and reliable. But as the world changes, so aspects of’ 
business as usual’ begin to feel out of place or no longer fit for purpose. Eventually ‘business as 
usual’ will always be superseded by new patterns of activity.

The second horizon – H2 – is a pattern of transition activities and innovations, people trying 
things out in response to the ways in which the landscape is changing. Some of these innovations 
will be absorbed into the H1 systems to improve them and to prolong their life (we call them 
‘H2 minus’) while some will pave the way for the emergence of the radically different H3 systems 
(these we call ‘H2 plus’).

The third horizon – H3 – emerges as the long-term successor to business as usual. It grows 
from fringe activity in the present that introduces completely new ways of doing things, but which 
turn out to be much better fitted to the world that is emerging than the dominant H1 systems.

5.2 The NBI Visioning Process

Building from the Horizons methodology, the NBI ran several collective processes to engage experts 
and researchers to establish a fact base for the work, and also involved a number of representatives 
from member companies. The collective process was an important one, as it not only drew from the 
insights and experiences of people who engage in the transformation space in various areas, but it 
also ensured a shared goal and direction for people driving the transformation agenda within their 
organisations.

9  http://www.iffpraxis.com/3h-approach
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Additionally, it was important to connect people and build a community of practitioners and change-
makers who are committed to addressing these issues within their organisations.

The aims of the visioning process were to:

• Define the current state – Where we are

• Imagine the desired state – Where we want to be

5.2.1 Defining the current state (H1)

5.2.1.1 Thought Leadership Series

An essential part of the visioning process was gaining a deep understanding of our current state of 
transformation and understanding the progress that has been made to date, and the barriers and 
challenges that remain concerning issues of poverty and inequality, as this marked the departure 
point for engagement. While many are aware of the inequality and levels of poverty in our society, 
the depth of the challenge is often underestimated and misunderstood. Part of the challenge of our 
society is the significant divides and lack of cohesion that result in peoples’ inability to understand 
where different people come from. 

Therefore, the NBI facilitated thought leadership dialogues with various experts to unpack and 
discuss relevant issues.

• Approaches to Economic and Social Transformation

The purpose of this Thought Leadership Series (TLS) was to understand businesses’ role in creating 
a more inclusive economy and society. By bringing together speakers from different business 
associations, the dialogue aimed to explore differing views, as well as identify the convergences of 
thinking. 

The panel comprised of representatives from various business associations including Business Unity 
South Africa (BUSA), Business Leadership South Africa (BLSA), Black Business Council (BBC), Small 
Business Initiative (SBI), and the National Business Initiative (NBI).

During the insightful discussion, transformation was defined as ’a fundamental breaking with the 
past’ which requires structural and systemic change with an in-depth understanding of the challenge. 
The panel agreed that business is not doing enough to address real transformation and that the 
current status quo is unsustainable.

The panel recognised the efforts and progress that business has made; however, they identified key 
issues that remain challenges, including the need for:

• Committed business leadership

• Changing the hearts and minds of decision-makers

• A shared vision and agenda

• Current State
• Where we are

• Pathways
• How we get 

there

• Desired State
• Where we 

want to be
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• The State of Transformation

The TLS addressing the State of Transformation explored the journey South Africa has taken in 
working towards creating an equitable and inclusive society, and highlighted the persisting and 
existing challenges that remain, looking at the key drivers and factors, as well as unpacking the data 
and trends.

The presenters shared research from Southern Centre for Inequality Studies, University of 
Witwatersrand, Indlumamithi South Africa Scenarios 2030 and the BBB-EE Commission, all aimed 
at deepening our understanding of what the drivers of poverty and inequality are and the challenges 
in creating an inclusive society.

The discussion further highlighted the deep divisions that persist and are increasing in society. One 
of the key insights from the Scenarios 2030 research referred to one of the drivers that prevents social 
cohesion as the privatisation of lives as people earn an income. This privatisation includes sending 
children to private schools, medical aid, private transport etc., which create a separation between the 
’haves’ and the ’have-nots’. It has also led to a decrease in public space investment, which has far-
reaching repercussions, including the lack of understanding about peoples’ lived realities.

The overarching conclusion to the discussion on transformation was the need to reflect critically on 
the fault lines in society caused by deep-rooted poverty and inequality and to promote a collective 
approach to finding solutions based on a shared vision for the future to complete the process of 
democratic transition underpinned by the collective vested interest in a properous and inclusive in 
South Africa.

5.2.1.2 Visioning Workshop Series I: The Problem Statement & the Future

Following on from the Thought Leadership Series, the NBI ran a series of workshops with small 
groups of representatives from member companies. The purpose of the workshops was to 
have a more focused engagement with participants in order to analyse and discuss the state of 
transformation and to move towards the creation of a shared vision. 

The first three workshops held in Johannesburg, Durban and Cape Town focused on confirming a 
shared understanding of the problem and began the process of imagining the desired future state.

The format of the workshops was as follows:

• ’Breaking Bread’

As mentioned earlier, transformation is a highly emotive topic as all individuals in South 
African society locate themselves directly and personally in the discussion which draws on a 
long painful history and the legacy of that history. The success of the visioning process was 
dependent on creating an environment where all participants felt comfortable and safe to share 
their thoughts and ideas and were open to being critically challenged. In order to create this 
space, participants shared a meal before the start of the formal workshop’s agenda. During the 
meal, participants were invited to share their backgrounds, telling their story of ’where they 
come from, how they got here, and why they are here’. 

While this exercise may seem straightforward, it quickly became apparent that there is great 
power in the ability to tell your story to an engaged, listening and empathetic audience. 
Significant empathy is built when people have a deeper understanding of who everyone is, 
what makes them unique and what are shared experiences. This is particularly relevant in South 
Africa, where our history has impacted and altered so many people, families and society.

It was acknowledged that within the workplace, there are limited opportunities to engage 
deeply with colleagues to understand who people are and their backgrounds. The outcome 
of these sessions and the feedback from participants indicates that there would be value 
in creating spaces within the workplace to build this understand and help create cohesion 
between individuals and teams.
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Dialogue and Breaking Bread

One of the closing remarks at the conclusion of the visioning workshop in Cape Town highlighted the 
deep cultural meaning and importance of ’breaking bread’ and sharing a meal with people as a way 

to build relationships, trust and understanding. 

It was a remarkable experience to see and be part of the coming together of complete strangers 
around a table to share a meal and narrate their personal stories. The impact of this engagement on 

the nature of discussions and dialogue that followed were profound and important in creating the 
space for critical, difficult and progressive conversations. 

These meal-sharing engagements also highlighted the need for opportunities for honest and open 
dialogue and discussion on issues of our past, our identity and society.

• State of Transformation

The formal workshop agenda commenced with a scene-setting presentation that laid the basis 
for discussion. Information and data on South Africa in terms of poverty and inequality was 
presented to illustrate the challenges that exist in our society and the importance of addressing 
these issues for business sustainability and societal cohesion. 

• Perspective-Taking Exercise

Following the presentation, participants engaged in a perspective-taking exercise. According 
to the Harvard Business Review,10 perspective-taking is one of the most effective means of 
building inclusive organisations, as it builds understanding. By challenging people to put 
themselves in someone else’s shoes, one starts to build empathy for ‘the other’. Workshop 
participants were challenged to share their thoughts and responses to the presentation from 
the perspective of randomly assigned personas, which were differentiated by race, gender, age 
and employment. 

While initially challenging, most participants were able to put themselves in the shoes of the 
assigned personas and showed a profound understanding for how other people in society see 
the world. Participants took on the personas in interesting and layered ways, some with great 
humour, while others were deeply emotional. 

The purpose of the exercise was to overlay the information and data shared in the presentation, 
with a level of depth of experience by drawing on the lived realities of people in South Africa.

Perspective-taking is a useful and practical exercise to foster inclusivity within organisations 
when supported with other more practical and goal-oriented processes.11

Putting Yourself in Someone Else’s Shoes

The perspective-taking exercise was daunting and uncomfortable for 
most people. Although the personas were randomly assigned, almost all 
participants received a description of a person of a different race, gender, 
age and/or employment participation. As each person shared their story 
from the ’other’s’ perspective, strong themes emerged centered on fear 

and belonging. Each person talked about their fear of being excluded, of 
not knowing where they belong and that they are or will be left behind. 

Amid the context of discrimination, inequality and inequity, this exercise 
illustrated that we all share the same fundamental drivers and fears, which 

impact our responses to change. This is powerful in bridging divides.

“People 
tend to build 

barriers around 
themselves 

out of fear and 
therefore miss 
opportunities 

for innovation.”

10  https://hbr.org/2017/07/two-types-of-diversity-training-that-really-work
11 https://hbr.org/2017/07/two-types-of-diversity-training-that-really-work
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• ‘Starting to Dream’

After agreement and alignment with the themes, the participants were then grouped and 
assigned a theme. Their challenge was to articulate the problem statement and begin the 
process of imagining what an ideal world could look like, if business was able to overcome the 
issues and challenges. 

The initial vision statements were presented back to the broader group for discussion and 
debate. Examples of these are listed below:

• To have bold, courageous, values-based, decisive, honest, respectful, empathetic, 
conscious leaders; 

• For business to have a shared vision/idea of transformation and its implications and 
opportunities; and

• No longer to have a need for BBBEE.

Jo
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g • Leadership

• Inclusive 
Organisational 
Culture

• Representation 
and Diversity

• Business 
strategy and 
Relationship 
with Society

• Dialogue

• Education

• Small business 
development

D
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b
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• Leadership

• Dominant  
vs Inclusive 
Cultures

• Inequality – 
Gender and 
Race

• Pay & Income 
Inequality

• Unconcious Bias

• Education

• Shared Value

C
ap

e 
To

w
n • Partnership & 

Collaborations

• Inequality 

• Dialogue & 
Social Cohesion

• Education & 
Skills

• Leadership

• Diversity

• Barriers to Transformation

Building on the insights of the perspective-taking exercise and discussion, participants 
identified key barriers and challenges to economic and social transformation. The issues 
and barriers were listed, grouped and prioritised according to emerging shared themes. 
Interestingly, across the three workshops (Johannesburg, Cape Town and Durban), themes 
were, for the most part, aligned; however, articulation of the issue was nuanced in the different 
locations, which illustrates the particular issues and challenges across the country.

The workshop participants highlighted their concern about the lack of diversity of people 
engaging in conversations about transformation, noting the absence of senior decision-makers 
and white men. 

“The lack of white men in the room is symptomatic of the problem as they don’t see 
transformation as their problem, but they actually need to be part of the solution.”  
 – JHB Workshop



16

At the close of the workshops, participants shared their thoughts and reflections on 
the process. Many admitted their initial scepticism and fatigue from endless talk about 
transformation, with little action. Overall though, most felt re-energised and committed to the 
work of change-agents in pushing this agenda. There was also a call for building a community 
of practitioners and change-agents to learn and share from the experiences of each other.

“The workshop was eye-opening: it feels like we are only now starting to engage with a 
true Transformation journey.”

5.2.2 Imagining the Desired State (H2)

The outcomes of the three initial visioning workshops were collected and collated into key themes, 
along with the identified problem statements. These important insights formed the foundation 
for the next stage of the visioning process – dreaming. Dreaming and imagining were the main 
objectives of the workshop.

5.2.2.1 Visioning Workshop Series II

Participants gathered in Johannesburg, where most member companies are located, for a workshop 
focused on imagining the desired future state based on the outcomes of the previous workshops. 
In this second workshop series, representatives from NBI member companies participated with the 
objective of collectively defining the vision of what a transformed South Africa could look and feel 
like. 

• Getting to know Each Other

Participants were divided into pairs and given the chance to get to know one another by 
discussing what ‘transformation’ meant to them, and what they felt their role was in addressing 
and achieving it. One of the recurring themes that emerged from this introductory discussion 
was that transformation is widely considered to be a change of mindsets, values and behaviour 
at the level of the individual. In addition, participants felt that that true transformation could 
only be achieved at a collective scale if change happens at the individual level first and this 
requires a reprioritisation of values. 

• The Activity: Dreaming

Participants were divided into groups and asked to conceptualise their understanding of an 
ideal and transformed South Africa, along the themes that emerged from the initial workshops. 
The groups took different approaches to the task of imagining a different kind of society, which 
can be a challenging exercise particularly for people engaged in transformation work who are 
often confronted with barriers. The difficulty is the ability to see past and go beyond the very 
real problems and barriers to imagine an ideal world. However, with time, most participants 
were comfortably and creatively dreaming.

The Challenge

You are a small child and still believe anything is possible, you’re inquisitive and tend to ’just do’ 
things without overthinking and over complicating matters

AND

You are the CEO and have all the resources and power you need at your disposal to do what you 
believe needs to be done to achieve your Transformation dream
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5.2.3 Visioning Process Ideas

The various participant groups presented the feedback of their desired state and the inputs listed 
below capture some of outcomes, which were consolidated into the vision statement and will form 
part of the pathways.

• The Future Desired State

“A society where BBBEE does not exist, where everyone feels empowered, everyone 
has truly equal access to opportunities and there are supportive structures in place 
to help people achieve what they want.”

“There is abundance of education opportunities, opportunities to apply your 
skills, the opportunity for people to break down departmental silos in the work 

place and help out in different areas where their skills are needed.”

“Where one’s perceived value is based on one’s contribution and potential and not 
on one’s background or demographics- where one can just show up and be valued 
by others simply because they are another human.”

“Information flows in all directions- access to knowledge, and success  
and failure is not regulated by hierarchy.”

“The right leader for the right situation- therefore the leader changes  
depending on the situation.”

“Measure success by Gross National Happiness.”

“Leave no person behind in this transition”

“People in the ideal world are engaged based on empowerment  
and not on a performance review.”

“If the age of automation frees up our time, we will be able to focus on being 
human, offering more personalised services, bring ‘soul’ back into the workplace, 
machines can manage the financial bottom-line and money won’t be an issue in the 
ideal world.”

“If we value things like ‘the collective’ and ‘flexibility’ and readjust the way that 
our neurological pathways have evolved (over time) there can be real change.”

“Transformation in thinking is required and as a leader, one would need to have a 
high degree of social intelligence.” 



18

Values and behaviours that should be included:

1. Authenticity 

2. Listening to others

3. Transparency

4.  Recognise trade-offs

5.  Fairness

6.  Integrity (in the personality of the leader)

7.  Ethical leadership to challenge falsehood

8.  Humanity 

9.  Cohesiveness and Dignity

10.  Servant leadership

11.  Stewardship

5.3 Limitations and Challenges 

The Transformation visioning process ran over 6 months and engaged with 40 people across 28 
companies, mainly NBI members. As with any process, there were limitations, which are important to 
consider when reviewing this report and the outcomes. 

5.3.1 Representation of Participants

Generally, the highest engagement within companies on transformation is by black people, and 
particularly black women. This was reflected in the demographics of the workshop participants, with 
minimal participation from white men. It was also noted that it would have been beneficial to have 
participation from more senior decision-making leadership, who are a key driver for transformation 
within organisations. 

5.3.2 Preaching to the Converted

For the most part, the workshops participants all work directly or closely with transformation and are 
largely driven by this sense of purpose. Therefore, they had already bought in to the urgent need for 
transformation. While there was significant push-back and challenging of ideas, we were preaching to 
the converted. This remains an on-going challenge for people in this space – people who do not buy 
into the necessity of transformation do not engage on it and very often, it is these people that are 
key decision-makers and crucial to driving the change.

“We need to get more people in the room for the transformation discussion.”

“I felt this conversation 
was uplifting- many 

hands make light work 
and decreases the 

burden on society. It 
is important to keep 

asking ‘why?’ and keep 
checking in with our 
inner child. It is also 
important to keep 
being irritating- if 

that is what it takes- 
because together we 
can create something 

beautiful e.g. the way a 
pearl is formed.”
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Our Vision

Our collective desired future state is where….

Bold and courageous business leaders with empathy and a deep 
understanding of the lived realities of all South Africans

are committed to achieving social cohesion by addressing the societal 
challenges of structural inequality and inequity with urgency

by sustainably growing businesses and an inclusive economy.

Business leadership is reflective and representative of South Africa’s diversity, 

where all have an equal voice, are trusted and respected.

Leaders at all levels actively create inclusive organisations where all 
employees are recognised, feel they can be their authentic selves and 

believe that they belong.

Organisations embody curiosity, flexibility, agility and adaptability, 
underpinned by real commitment to addressing society’s challenges.

Organisations come together to critically reflect and dialogue on private 
sectors role in society.

The private sector breaks down the barriers to entry to create jobs and build 
enabling environments for entrepreneurs and small businesses.

The private sector commits to partnerships and collaborations to achieve an 
inclusive economy and create a thriving society of abundance.
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6. Way Forward

6.1 H2: Pathways Development

The visioning workshops have assisted in defining the current state and in determining what the 
future designed state could look like. The challenge and task ahead are to determine how we 
collectively achieve the vision.

Therefore, the next steps on the transformation and social cohesion journey is to determine the ’how’ 
that bridges where we are and where we want to be. The themes identified through the workshops 
will form the basis for this process, which will entail the following:

H1 - where we are is represented by the orange line and identifies the current state, 
highlighting the key issues and barriers identified through the workshops.

H2 – how we get there, is represented by the green line and illustrates the pathways

H3 – where we want to be, represented by the blue line indicates the direction we want to 
move in and the goals we’re working towards.

The diagram above illustrates the high-level outcomes of the visioning process within the Horizons 
methodology. 

H1

H2

H3

No real 
committment 

and action from 
leadership

Barriers to 
entry for small 

businesses

Lack of 
representation 

(gender/race) in 
decision-making 

roles

Not enough 
dialogue 

on issues of 
identity

Not enough 
partnership 

and 
collaboration

Education and 
skills are not 
equipping 

young people

Business sees 
transformation 

and role in 
society as an 

aside

Business needs 
to address 
issues of 

inequality

Honest and 
open dialogue

Diverse and 
representative 

leadership

Business 
focused on 
addressing 

society’s 
challenges

An enabling 
environment for 
entrepreneurs 

and SMEs

Values-based 
bold and 

courageous 
leadership

Focus on 
humanity and 

empathy
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The identified pathways are:

• Bold and courageous leadership

• Building inclusive and cohesive organisations

• Representivity and diversity

• Dialogue

• Partnership and collaboration

The development of the pathways will include the following activities:

• Collecting and collating company best practice and learnings locally and globally

• Creating the space for new and innovative thinking and approaches

• Understanding what currently exists that hinders progress and needs to stop

• Testing and measuring application of different strategies through pilot projects

• Developing indicators for success and measurement mechanisms

• Creating platforms for sharing and collaborating

• Facilitating on-going critical dialogue and conversation

The success of this programme is dependent on meaningful and collective engagement and 
commitment from companies to learn, share, implement and change.

To be part of this journey contact: Gugu Mclaren-Ushewokunze.
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7. Appendix

7.1 Workshop Participants

Name Company
Abel Sakhau Exxaro

Adriaan Louw Adcorp

Brigitte Burnett Nedbank

Charlotte Middleton Arup

Chloe Karstadt Spar

David Isaacs Liberty Health

Desigan Chetty Property Point

Dineo Noganta Woolworths

Elethu Delo Woolworths

Eric Leong Son Distell

Franz Fertig ARUP

Garth Naude Nedbank

Gary Kendall Nedbank

Geeta Morar National Business Initiative

Gillian Hutchings National Business Initiative

Gugu McLaren-Ushewokunze National Business Initiative

Joanne Yawitch National Business Initiative

Joshila Ranchhod Sun International

Kathleen Ebersohn-Khuvutlu Discovery

Kirti Narsai Johnson & Johnson

Lerato Molebatsi GE

Linda Ngcobo First Verification Networkx

Makano Morojele National Business Initiative

Marcel Mitchelson Sasol

Mary Jane Morifi Tiger Brands

Mercia Maserumule Edcon

Nichole Solomons Distell

Nicole Solomon AECI

Nombulelo Ndaba National Business Initiative

Nyeleti Magadze Hollard

Shameemah Fayker Sanlam

Sthe Sosibo Corobrick

Tapiwa Tevera Johnson & Johnson

Thembi Mthimunye Aveng

Tumi Nkosi National Business Initiative

Unathi Stofile Woolworths

Viwe Tlaleane ABSA

Xolani Magojo Illovo sugar

Yoliswa Msweli KPMG

Zinhle Mariani Old Mutual
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