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1. NOTE FROM THE CEO

In 2018, the NBI undertook an extensive process of engagement 

with member companies and key stakeholders to understand 

the challenges and barriers in achieving transformation within 

corporates and in the relationship between corporates and the 

broader society. The impetus for this process was to respond 

to the frustration within corporates and from stakeholders 

at the perceived lack of change in the private sector. There 

is also an urgent need to address the issues of inequity and 

exclusion that continue to erode trust, hamper cohesion and 

limit business performance and innovation. The engagements 

resulted in the publication of the Report, Creating a Just and 

Equal South Africa: A Vision for Transformation and Social 

Cohesion where we outlined the insights and learnings from 

our engagement, which included exploring the future desired 

state. I would like to share some of these insights and vision:

“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 workplace and help out in different 

areas where their skills are needed.”

 “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.”

“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.” 

“Transformation in thinking is required and as a leader, one 

would need to have a high degree of social intelligence.”

These insights and engagements resulted in us crafting a 

vision for our place in an equal and just South Africa:

Bold and courageous business leaders with empathy and a 

deep understanding of the lived realities of all South Africans 

have contributed to social cohesion by addressing the 

challenges of structural inequality with urgency by sustainably 

growing businesses and an inclusive economy.

Leaders at all levels are reflective and representative of South 

Africa’s diversity, where all have an equal voice, are trusted 

and respected and have created inclusive organisations where 

productive and thriving employees are recognised, are their 

authentic selves and know that they belong.

Organisations embody curiosity, and adaptability committed 

to breaking down the barriers to entry for jobs and building 

enabling environments for entrepreneurs and small businesses 

through partnerships and collaborations to achieve an inclusive 

economy and create a thriving society of abundance.

We find ourselves, years later, still grappling to effect change 

in the context of the increasing need brought about by 

the continuing challenges of unemployment, inequality 

and poverty, worsened by the COVID-19 pandemic and 

resulting lockdown. Within the private sector, we have 

seen transformation objectives taking lower priority as 

companies deal with an unstable and unpredictable operating 

environment. We have also seen several concerning 

developments that threaten to erode the progress that has 

been made in addressing transformation.

Therefore, the publication of the NBI’s Transformation 

Blueprint, driven by the Social Transformation team and 

developed through the Inclusion Working Group, is a timely 

guide and support for re-committing to the principles of 

transformation. The Blueprint aims to serve as a thinking-tool 

that broadens the lens of transformation and deals with the 

levers that will affect change. As a constantly evolving area of 

work, we encourage companies and organisations to critically 

engage with the Blueprint and we invite your thoughts and 

feedback as we continue to contribute to this critical change 

journey.

JOANNE YAWITCH
CEO, NBI

http://piv.nbi.org.za/2018%20MC/OACD%202018/NBI_Transformation_Report%20FINAL.pdf
http://piv.nbi.org.za/2018%20MC/OACD%202018/NBI_Transformation_Report%20FINAL.pdf
http://piv.nbi.org.za/2018%20MC/OACD%202018/NBI_Transformation_Report%20FINAL.pdf
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2. EXECUTIVE SUMMARY

Through the Inclusion Working Group, established in 2019, 

the National Business Initiative’s (NBI) Social Transformation 

Unit convened member companies working in the social 

sustainability, transformation and diversity & inclusion space 

with the key objective of developing and consolidating a 

blueprint to guide transformation in the workplace. The group 

served as a knowledge sharing platform where the complexities 

and nuances of the current context and future of the South 

African private sector’s transformation agenda was unpacked. 

This platform allowed for member companies to actively 

imagine and develop responses towards a transformed private 

sector which embraces difference and deeply understands 

the importance of companies responding to contemporary 

changes. Supported by research and experience, this blueprint 

serves as a guide for companies working towards meaningful 

transformation in the private sector. 

Organisational restructuring cultivates new cultures, enables 

innovative styles of management, different organisational 

patterns and improves efficiency, resulting in organisations 

effectively adjusting to the ever-changing environment. The 

NBI’s Social Transformation work is focused on achieving these 

best practice approaches and strategies, as well as learning 

and sharing innovative ideas across businesses. Our work is 

also geared towards introducing new and broad perspective 

to inspire thinking. Additionally, we aim to develop innovative 

solutions and action plans which will scale the development 

of business content and stories that will benefit large 

corporations in the private sector, through the development 

of this blueprint.

The development of this Blueprint has also been prompted by 

the slow pace of transformation in the South African private 

sector. As noted in President Cyril Ramaphosa’s newsletter, 

the private sector remains largely untransformed and due 

to a lack of measures and interventions to resolve this long-

standing issue, solutions are urgently needed. The lack of 

transformation in workplaces has negative implications on 

business’ ability to remain innovative and society as a whole is 

then faced with inequality and perpetual exclusion from a key 

societal institution. Transformation journeys for companies 

need to move beyond compliance and think more critically 

and meaningfully about the South African historical context 

and how systemic exclusion has far reaching implications 

into the current reality as well as the future. Transformed 

organisations have absorbed this reality, addressed it in 

a transparent manner and as a consequence can move 

forward. With this Blueprint, we aim to guide companies 

in thinking transformatively about the progress required, 

which is rooted in understanding the ever-changing nature of 

workplace complexities and nuances.

The Blueprint focuses on three critical aspects to be addressed 

by companies on their transformation journey based on the 

identified gaps and the opportunities to make real change: 

   1.  Bold Leadership

   2.  Inclusive Policies and Procedures

   3.  Transformative Social and Workplace Culture

In addressing these issues, we are cognisant that there are other 

areas of transformation that require attention and particularly 

the issues related to the interaction between business and its 

external stakeholders. The work on these issues is ongoing.

It is also important to note that the Blueprint is not a silver 

bullet for addressing transformation. However, it does aim to 

challenge and support companies’ thinking and approaches 

to achieving transformation. We encourage you to interrogate 

and critique the document and encourage feedback as we 

work towards an equitable and transformed South Africa.
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https://www.statista.com/statistics/813010/youth-unemployment-rate-in-south-africa/
http://www.statssa.gov.za/?p=12075
https://www.pwc.co.za/en/publications/executive-directors-report.html
20th Commission for Employment Equity Annual report 2019 – 20 http://www.labour.gov.za/DocumentCenter/Reports/
Annual%20Reports/Employment%20Equity/2019%20-2020/20thCEE_Report_.pdf

3. CONTEXTUAL BACKGROUND

3.1.  Overview

South Africa continues to be one of the most unequal societies 

in the world. The historical legacy and impact of Apartheid has 

affected our society in fundamental ways and is exacerbated 

by discriminatory and exclusionary systems and structures. 

This context is also shaped by an unemployment rate of 

28.48%, with the rate amongst women standing at 34.3% 

with youth at 55.75%. Currently, the impact of the COVID-19 

lockdown continues to be felt with ongoing job losses that 

disproportionally affect women. With around half the adult 

population living in poverty, South Africa’s economic and 

social challenges remain urgent priorities. They are further 

exacerbated by eroded trust in key societal institutions 

including in government and business and by a lack of 

cohesion. 

This is particularly apparent in the private sector which 

continues to see very little change in achieving transformation, 

including poor representation which remains stubbornly 

unchanged. According to PWC’s Executive Directors Report 

2020, Black, Coloured and Indian/Asian representation at CEO 

level is 14% and representation of women at this level is only 

6%. This disproportionate level of representation is further 

illustrated in the Commission for Employment Equity’s 2020 

report that clearly shows the lack of transformation at top and 

senior management. Imbalances in representation across top 

management positions between 2017 and 2019 are shown in 

Figure 1.
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The stagnant and low levels of representative leadership 

continue to erode trust in the private sector and hampers 

Business’ ability to respond to the growing social and economic 

challenges. While the COVID-19 pandemic has resulted in 

transformation being further deprioritised, it is more important 

than ever to highlight and emphasise the need for change 

and present opportunities to fundamentally address issues of 

inequity and exclusion.

“Faced with one of the most brutal economic recessions 

in history, companies are being asked to take the lead in 

some of society’s most complex and challenging issues. As 

companies ponder whether their existing growth strategies 

remain relevant in this new context, a renewed understanding 

of their social responsibility emerges. New leadership skills 

will be required to navigate companies through this pandemic 

and socio-economic uncertainty.” - Leila Ebrahimi, Director in 

PwC’s People and Organisation department

It is also critical to acknowledge that an inclusive journey of 

transformation requires that organisations broaden the lens 

beyond race and gender. This requires addressing equity 

for LGBTQI+ employees, a broader lens for people with 

disability, confronting the way that workplace hierarches 

operate, critically engaging with pay disparity and 

interrogating the impacts of class on access. In addition, it 

is important to examine and address any other aspects that 

contribute to the dynamics of power and privilege.

As one of the most unequal countries in the world, South 

Africa’s continuing legacy of exclusion manifests strongly 

within private sector workplaces. This manifests in the lack of 

trust society has in business, which is exacerbated by the slow 

pace of transformation. This tension fuels an already unstable, 

volatile and divided context. 

MANAGEMENT REPRESENTATION BY KEY 
DEMOGRAPHICS

Top management by population group 
2017 to 2019

Senior management by population group
2017 to 2019

Top management by gender
2017 to 2019

Senior management by gender
2017 to 2019

Figure 1: Imbalances in representation 
across senior management positions within 
companies surveyed between 2017 and 2019

https://www.statista.com/statistics/813010/youth-unemployment-rate-in-south-africa/
http://www.statssa.gov.za/?p=12075
https://www.pwc.co.za/en/publications/executive-directors-report.html
http://www.labour.gov.za/DocumentCenter/Reports/Annual%20Reports/Employment%20Equity/2019%20-2020/20thCEE_Report_.pdf
http://www.labour.gov.za/DocumentCenter/Reports/Annual%20Reports/Employment%20Equity/2019%20-2020/20thCEE_Report_.pdf
https://www.statista.com/statistics/813010/youth-unemployment-rate-in-south-africa/
http://www.statssa.gov.za/?p=12075
https://www.pwc.co.za/en/publications/executive-directors-report.html
http://www.labour.gov.za/DocumentCenter/Reports/Annual%20Reports/Employment%20Equity/2019%20-2020/20thCEE_Report_.pdf
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4. KEY TRANSFORMATION 
    THEMES

The Blueprint is structured along key organisational 

components that are essential to achieve transformation. 

Different companies are at different points of the journey, with 

some more  advanced than others:
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5. CHANGE THROUGH BOLD 
    LEADERSHIP

The driving force of organisations is leadership. Leaders set 

the vision, strategy and purpose of the organisation and 

reflect, through their decisions and behaviours, the values and 

culture of the workplace. The achievement of a transformed 

workplace depends on leadership that deeply understands 

the contextual complexity of systemic exclusion and their 

role, personally and organisationally, in either supporting or 

disrupting the status quo. 

If an organisation’s stance is that transformation is critical and 

that it is committed to achieving change, then it is important 

to reflect on what leadership characteristics are essential to 

support this complex undertaking. There are two fundamental 

leadership capabilities required to sustain the transformation 

of organisations:

   1.  Representative 

   2.  Inclusively transformative

5.1.1 Representative Leadership

To understand the complexity of systemic exclusion and 

to create organisations that are future-fit, sustainable and 

appropriate for a fast-changing world, it is critical that 

leadership and decision-making structures, which include 

the board, executive committees (Exco) and senior and 

middle management, are reflective of the society in which 

they operate. It is imperative that building these leadership 

capabilities is supported by nurturing leaders who are 

reflective and representative of the broader society, and have 

the relevant background, experience, and perspectives. 

Representative leadership teams are at the core of driving 

a transformed organisation and have a fundamental impact 

on business performance. Research which supports  diverse 

leadership teams is shown to :

   -   Improve company financial performance

   -   Increase productivity

   -   Strengthen employee engagement and retention

   -   Support innovation

5.1.2 Transformative Leadership

In addition to the composition of leadership, there are key 

characteristics that can assist to   meaningfully drive change 

within organisations. Organisations must rethink the leadership 

capabilities that are valued, developed and rewarded. It has 

been argued that traditionally, the type of people that make 

it to the top are overconfident, narcissistic and unethical, 

which may explain many of the failings within the corporate 

sector, such as unethical and exclusionary business practices. 

Evidence supports the view that traditional leadership qualities 

and approaches do not appropriately support the kind of 

organisations that will thrive in our dynamic and volatile social 

context. 

Lessons from women in Leadership

Women’s leadership development has focused 
on training women to adapt to male-dominated 
workplaces in order to progress and succeed. 
However, research suggests  that there are 
leadership traits that women possess that are 
critical for transformative organisations.
For example, women tend to lead through 
inspiration, transforming people’s attitudes 
and beliefs, aligning meaning and purpose. 
Additionally, women put people first and are more 
likely to empathise than command. 

In South Africa, it is also essential that leaders have a deep 

understanding of the operating context, which is increasingly 

volatile and complex due to the weak economy and 

institutions as well as the economic and social challenges of 

unemployment, poverty and inequality. Companies cannot 

grow and be sustainable in economies and societies that are 

unstable. 

In our context, a stable economy means making massive 

and urgent strides towards equitable representation of Black 

people, women, people with disabilities, young people and 

the LGBTQI+ community. Currently, the private sector remains 

disproportionately overrepresented by white men in top 

management (56,4%) and senior management (41%). Black 

and Coloured women, people with disabilities and young 

people are significantly under-represented at these levels.  

There is no available data on representation of LGBTQI+ 

employees at these levels. The NBI’s report Understanding the 

Experiences of LGBTQI+ Employees in the Workplace found 

that representation in senior and executive positions can assist 

in cultivating a culture of belonging. However, there is an 

understanding that there are systemic barriers which inhibit 

individuals from being open about their identities, especially in 

cases where they are not “visibly Queer”. This further supports 

the need to create transformative organisational cultures.

Despite the urgent need to transform senior leadership 

and decision-making positions, supported by BBBEE and 

Employment Equity legislation and guidelines, this remains 

unchanged. It is therefore important to understand what kind 

of leadership is required to drive this transformation.

On Youth

According to PWC’s Age Diversity in the Boardroom report, 46% of CEOs believe gender diversity is important on a board, only 

21% feel the same about age diversity.  At a global level, the average age is 63, with the majority of “young” board members being 

in their 40s and 50s. In South Africa, youth  make up a third of the population (17,84 million), and face major challenges relating to 

unemployment and representation within the workplace. There are strong arguments for increasing the representation of young people 

on boards and in leadership and management structures in order to bring in: 

   -   Dynamic skills and perspectives for a changing world

   -   Board members that are representative of an employee base in which 

        Millennials make up 35% of workforce and younger generations are starting out

https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20
LGBTQI+%20Employees%20in%20the%20Workplace.pdf
https://www.pwc.com/us/en/services/governance-insights-center/library/younger-directors-bring-boardroom-age-diversity.html

https://hbr.org/2020/04/7-leadership-lessons-men-can-learn-from-women
Youth 18-34

https://hbr.org/2020/04/7-leadership-lessons-men-can-learn-from-women
https://hbr.org/2019/03/the-future-of-leadership-development

https://www.wsj.com/articles/the-business-case-for-more-diversity-11572091200
https://www.labourguide.co.za/workshop/1692-19th-cee-annual-report/file
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https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20LGBTQI+%20Employees%20in%20the%20Workplace.pdf
https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20LGBTQI+%20Employees%20in%20the%20Workplace.pdf
https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20LGBTQI+%20Employees%20in%20the%20Workplace.pdf
https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20LGBTQI+%20Employees%20in%20the%20Workplace.pdf
https://www.pwc.com/us/en/services/governance-insights-center/library/younger-directors-bring-boardroom-age-diversity.html
https://hbr.org/2020/04/7-leadership-lessons-men-can-learn-from-women
https://hbr.org/2020/04/7-leadership-lessons-men-can-learn-from-women
https://hbr.org/2019/03/the-future-of-leadership-development
https://www.wsj.com/articles/the-business-case-for-more-diversity-11572091200
https://www.labourguide.co.za/workshop/1692-19th-cee-annual-report/file
https://www.wsj.com/articles/the-business-case-for-more-diversity-11572091200
https://www.labourguide.co.za/workshop/1692-19th-cee-annual-report/file
https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20LGBTQI+%20Employees%20in%20the%20Workplace.pdf
https://www.pwc.com/us/en/services/governance-insights-center/library/younger-directors-bring-boardroom-age-diversity.html
https://hbr.org/2019/03/the-future-of-leadership-development
https://hbr.org/2020/04/7-leadership-lessons-men-can-learn-from-women
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In the business sector worldwide, there is a conversation about 

the need to redefine leadership in line with the requirements 

and needs of today’s society, which includes changing 

workforces, clients and customers and societal expectation. 

A fundamental leadership trait required to drive transformation 

is empathy. “Empathy is the ability to experience and 

relate to the thoughts, emotions, or experience others.”  

The experience of exclusion can be debilitating and cause 

mental, emotional and physical stress – especially if it 

translates to negative implications such as lower pay and 

fewer opportunities for promotion. This has implications 

for employees’ engagement and productivity, but more 

importantly, can be detrimental to achieving cohesion and 

engagement. In our highly divided and unequal society, now 

more than ever, courageous, empathetic and transformative 

leadership is non-negotiable. 

In addition to the above, according to Deloitte, there are six 

characteristics of great and inclusive leaders, which provides  

a useful basis for thinking about what is required for creating 

transformative organisations. Applying this to the South 

African context highlights unique opportunities for achieving 

change.

The culmination of these leadership capabilities is critical in 

redefining the kind of leadership that supports change and 

creates an inclusive and equitable environment. It is important 

that these capabilities are developed through leadership 

training, measured and rewarded in performance appraisals 

and result in tangible results if real change is to happen.

Conclusion

Bold and transformative leadership is a fundamental driver and 

enabler of change. The work required by leadership is at two 

levels. Firstly, at a personal level. Our extensive engagement 

with companies finds that there is a growing need for leaders 

who have a deep understanding of issues of inequity and 

exclusion and an appreciation for how this impacts company 

performance and the broader economy. It requires leaders 

who are courageous in disrupting the status quo and who 

are willing to take on the potential personal and professional 

costs. 

Secondly, it requires leaders who determine and support the 

company position and stance on issues of transformation. 

Communicating with clarity, gives employees a clear 

understanding of the organisations values and priorities, 

which guides not only how they behave, but also ensures that 

employees can hold leadership accountable. Via Deloitte Insights

Commitment Taking a clear position and stance on transformation and the supporting elements is critical 
to setting the tone for change, which needs to be sustained. For this commitment to be 
long-term, it needs to be aligned with leaders’ values and understanding of why this is 
important, for both business and broader society.

Courage Courageous leaders challenge and disrupt the status quo and recognize that driving change 
may require sacrifice, and may result in emotional, mental and/or professional stress and 
strain.

Cultural intelligence Leaders who display cultural intelligence have taken the time and made the effort 
to understand the varied cultures, backgrounds, languages, and beliefs that exist in 
the workplace, particularly in an abundantly diverse country like South Africa. This 
understanding will assist leaders in creating a sense of belonging for employees.

Curiosity An openness to learning and new ideas is critical in gaining the value and benefit of 
transformed workforces. It also ensures that leaders can adjust and change in a rapidly 
changing world of work.

Cognizance Cognizance of bias is a critical aspect of inclusive leadership and extends to encompass the 
understanding of a leader’s power, privilege, and positionality as it relates to the workplace 
culture. Inclusive leaders self-regulate and drive the implementation of appropriate policies 
and processes within the organisation. 

Collaboration Inclusive leaders create the environment that supports diverse insights and experience 
of employees and is active in instilling a culture of collaboration that ensures that all 
employees are given the space and voice to meaningfully participate and add value.

Empathy in the Workplace: A Tool for Effective Leadership
https://cclinnovation.org/wp-content/uploads/2020/03/empathyintheworkplace.pdf
Perceived exclusion in the workplace: The moderating effects of gender on work- related attitudes and psychological health 
https://www.researchgate.net/publication/228079711_Perceived_exclusion_in_the_workplace_The_moderating_effects_of_
gender_on_work-_related_attitudes_and_psychological_health

Deloitte, The six signature traits of inclusive leadership: Thriving in a diverse new world. Accessed: February 2021
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https://cclinnovation.org/wp-content/uploads/2020/03/empathyintheworkplace.pdf
https://cclinnovation.org/wp-content/uploads/2020/03/empathyintheworkplace.pdf
https://www.researchgate.net/publication/228079711_Perceived_exclusion_in_the_workplace_The_moderating_effects_of_gender_on_work-_related_attitudes_and_psychological_health
https://www.researchgate.net/publication/228079711_Perceived_exclusion_in_the_workplace_The_moderating_effects_of_gender_on_work-_related_attitudes_and_psychological_health
https://www.researchgate.net/publication/228079711_Perceived_exclusion_in_the_workplace_The_moderating_effects_of_gender_on_work-_related_attitudes_and_psychological_health
https://cclinnovation.org/wp-content/uploads/2020/03/empathyintheworkplace.pdf
https://www.researchgate.net/publication/228079711_Perceived_exclusion_in_the_workplace_The_moderating_effects_of_gender_on_work-_related_attitudes_and_psychological_health
https://www.researchgate.net/publication/228079711_Perceived_exclusion_in_the_workplace_The_moderating_effects_of_gender_on_work-_related_attitudes_and_psychological_health
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6. INCLUSIVE EMPLOYEE 
    JOURNEY

Policies and procedures provide the framework for a 

transformed organisation by clearly articulating the position 

and stance of the organisation and providing the practical 

mechanisms to support this. In creating a transformative 

organisation, the overarching objective is to develop policies 

and procedures that reflect the diversity of staff, place 

emphasis on the importance of belonging and ensuring that 

the organisation’s transformation agenda is integrated across 

the company. In the South African private sector, transformative 

policies must be rooted in a social context that recognises and 

prioritises systemically marginalised people in the workplace. 

Company procedures and policies are fundamental for 

detailing its systems of governance, operating structure and 

procedures. Not only are these a safety net for employees 

on a variety of legal protections and obligations, but they 

also reflect company values and understandings of diversity. 

Policies are meant to serve their purpose by acting as a 

guide for both employees and employers in communicating 

organisational culture, leadership expectations, employee 

relations and overall vision and goals. Under this focus area, 

the Blueprint will focus on:

   1.   Policy formulation

   2.   The employee journey

   3.   Training and leadership development

6.1. Policy Formulation

According to the Society for Human Resource Management, 

the development of company policy is a multi-faceted 

process, which requires a dynamic approach to ensure that 

company values and the protections extended to staff are 

reflected. Policies are meant to provide  details on structural 

matters that are typically non-negotiable (company principles 

and values on non-discrimination), and offer an outline of 

procedures relating to grievances, benefits, queries and 

related operational matters. In the South African context, 

working with a diverse staff complement, means that policy 

formulation must account for the inherent complexities of a 

varied staff compliment whilst maintaining transformative 

business goals.

6.2. The Employee Journey
6.2.1. Recruitment

Research shows that bias in hiring processes remain a 

significant barrier with discrimination experienced by potential 

candidates. This has an impact on a company’s ability to 

ensure that they attract and retain staff that are  not only 

qualified but add a rich dynamism to organisational culture 

and company performance. Such hiring process are often 

informed by outdated and biased approaches which can 

alienate potential candidates. South Africa’s labour legislation 

allows for companies to make a call for applications from 

previously disadvantaged groups to ensure that companies 

diversify their workforce and as a mechanism of addressing 

historical hiring discrimination. In this Blueprint, a transformed 

hiring process  includes:

Job advertisements that prioritise candidate demographics in 

relation to race, gender and disability , language that is gender 

inclusive, disclosure of salary bands, length of employment 

and an overview of company culture.

Engage in change management,  which prepares recruiters to 

deal with their biases through ongoing sensitisation, especially 

when it relates to assumptions about  the candidates and 

how they are interviewed. For example, a company looking 

to recruit a woman to fill a vacancy needs to be aware that 

women can be masculine presenting, transgender or otherwise 

deviate from normative expectations of womanhood. 

Ensure that the interviewing panel is representative of a 

diverse group and that mechanisms are in place to ensure that 

all panel participants have an equal and informed voice.

Be aware of power dynamics, particularly around salary 

negotiations, noting that women are generally underpaid 

and less likely to negotiate their salaries due to the negative 

perception and implications of such behaviour . 

Detail  existing staff complement by highlighting diversity and 

opportunities for upward mobility and growth .

Approach the candidate’s onboarding through a collaborative 

lens which ensures a smooth transition into the company whilst 

being aware of any additional needs they might have, such as  

family responsibility, relocation and accessibility.

-

-

-

-

-

-

Transformative policies need to be supported by systems and 

procedures that have mechanisms to manage the impact of 

exclusion and power dynamics within organisations. 

Sexual harassment provides a useful lens to understand the 

importance of transformative structures. Research finds that 

women who report sexual harassment experience retaliation. 

Women who reported their harasser were subsequently 

assaulted, taunted, demoted and even fired by the harasser 

or friends of the harasser. This kind of retaliation has long 

term effects including poor mental and physical health. The 

study found that most grievance policies protect the accused 

better than they protect the victims. Ways to mitigate this 

are to manage such grievances through an external process, 

otherwise the process should be responsive, provide 

protections against ongoing harassment and bullying, 

implement fair victim-centred processes and offer ongoing 

support for the victim. 

https://www.shrm.org/resourcesandtools/tools-and-samples/how-to-guides/pages/
howtodevelopandimplementanewcompanypolicy.aspx

https://hbr.org/2020/05/why-sexual-harassment-programs-backfire
https://hbr.org/2020/05/why-sexual-harassment-programs-backfire
https://hbr.org/amp/2017/06/7-practical-ways-to-reduce-bias-in-your-hiring-process
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Resignations and Exit Interviews

It is important to critically review and analyse 
employee data that gives insight into potential issues 
as they relate to employee’s sense of happiness and 
belonging. Resignations are a critical data point that 
warrant deeper analysis, particularly where there 
are high resignations of Black people, women and 
other marginalised groups. Recently in South Africa, 
resignations of high-profile Business leaders have led 
to calls for a deeper view of corporate culture and its 
impact on Black people, and especially black women.

Exit interviews provide an important lens to 
understand the experiences of employees. Exit 
interviews can uncover organisational issues, assist 
in understanding employees, give insight into 
management and leadership, foster innovation and 
transformation. It is essential that the insights from 
these interviews are used to address issues and make 
improvements.
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Clear position and 
stance

Company policies should detail explicit protections in relation to religious beliefs, disability, 
neurodiversity, gender identity and expression, race, age, citizenship and sexual orientation.

Additionally, policies should clearly articulate the organisation’s position and stance (i.e. 
anti-racist or zero-tolerance on sexual harassment).

Language Transformed approaches will be more sensitive to the language used in policies ensuring 
that it is inclusive (i.e. using gender inclusive terms in speaking of and about employees.)

Non-nuclear and 
non-traditional family 
structures

It is important to recognise that many family structures differ from nuclear and traditional 
structures. This includes the full range of family forms that are present in our society. 

In recent developments, companies have adoptive parental leave, which provides provision 
for adoptive parents to take leave. Additionally, companies are extending leave beyond the 
regulated length. Further developments include gender transition policies which extend to 
LGBTQIAP+ employees. 

Non-negotiables vs 
flexibility

Policies should create room for flexibility on matters that can be negotiated by staff yet re-
main explicit on matters which are non-negotiable. For instance, policies need to take a firm 
stance on matters of anti-discrimination as fundamental to company principles. However, 
business needs to be more flexible and innovative on issues relating to family responsibility 
leave (recognising that most families are not of a nuclear structure), provisions and support 
for employees with disabilities must be given.

https://beamery.com/blog/managing-change-in-recruitment
NBI Gender Equity in the Workplace http://piv.nbi.org.za/2019/Website/NBI%20GENDER%20EQUITY_2019.pdf
https://ideal.com/diversity-hiring/
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https://beamery.com/blog/managing-change-in-recruitment
https://ideal.com/diversity-hiring/
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6.2.2. Growth and Development

An important aspect of measuring company transformation 

is through understanding the experiences of employees in 

their growth and development journeys. A recently published 

textbook on diversity management details how race and gender 

remain elusive when it comes to transformation in both the 

public and private sectors. The private sector in South Africa 

still sees women remaining in middle-management levels with 

very few progressing to senior and executive positions, which 

is reflective of organisational culture and structures and how 

they impede progression and transformation. Black women, 

for instance, in senior and executive positions are grossly 

underrepresented in the private sector, which in turn has an 

impact on how Black women in junior positions navigate the 

workplace and impacts their career aspirations.

Having deeper insights into the various formal and informal 

social systems that influence staff career journeys enables  

companies to better engage on how to  retain their current 

staff members. In addition, this enables  key interventions to 

be put in place to ensure that broad transformation extends 

beyond compliance targets.

There are a number of critical considerations required, 

including:

Reviewing demographic diversity and in principle, deliberately 

working towards prioritising the upliftment and promotion of 

marginalised staff.

Committing to shifting senior and executive leadership to 

be reflective of Black women, specifically, as a group which 

remains consistently marginalised.

Introducing performance assessment procedures that reduce 

the impact of bias in the performance process, including a 

review for fairness and to identify anomalies.

Transparently and realistically detailing performance 

expectations and upward mobility opportunities for staff. 

Ensuring that there are sufficient resources to support the 

upward mobility of systemically marginalised staff.

6.3. Training and Development
6.3.1. Transformative Learning

It is critical that  training and development companies provide 

employees with the capabilities required to drive change within 

an organisation. Fundamentally, training to equip employees 

to   support the transformation agenda includes: 

Information on values and behaviours of the organization

Skills to develop empathy and inclusive capabilities

Awareness to reduce discrimination, prejudice and unconscious 

bias

Self-development insights to understand issues of power and 

privilege and to equip staff for more senior roles

In addition, the training and development of staff members is 

crucial in ensuring growth and retention. Different companies 

use various approaches, and in this Blueprint, the aim is to 

provide a guide on considerations to be made in this area 

to ensure fairness and focus on overall transformation. 

Opportunities for growth and learning need to be developed 

in conjunction with staff career objectives, both within and 

outside of the company. 

A transformed approach towards development is one which 

fairly reflects the importance of staff growth such as:

Internal training and on-the-job growth opportunities

Additional and postgraduate learning platforms 

Financial support for training 

Study leave and flexible work environment

6.4. Conclusion

There are several factors that inform and influence the 

successful implementation of transformative policies and 

supporting procedures. 

Firstly, existing power dynamics in the workplace create a 

culture that mirrors broader societal systems where people and 

issues are prioritised and privileged while  others are excluded 

and marginalised. For example, persons with disabilities are 

underrepresented in the workplace and this is reflected by a 

lack of disability access, support and innovations. 

Secondly, the handling of grievances from whistleblowing on 

corruption to discrimination and harassment issues need to 

be dealt with fairly. Policies must clearly detail the  amount of 

support available to staff, describe harm reduction practices 

in cases of assault and harassment as well as  indicate 

the restorative measures put in place to ensure that staff 

experiences of the workplace are not irrecoverably damaged 

and derailed. These considerations are especially important 

when applying the lens of intersectionality where Black people, 

women, LGBTQIAP+ identifying individuals and persons 

with disabilities are vulnerable to workplace discrimination, 

alienation and bullying. 

https://www.iol.co.za/the-star/news/new-book-reveals-how-race-and-gender-representation-remains-elusive-in-the-
workplace-49255511
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7. TOWARDS A 
    TRANSFORMATIVE 
    WORKPLACE CULTURE

7.1.1. Income Disparities and Economic Exclusion

Creating and retaining jobs is fundamental in addressing social 

and economic issues. However, in striving for transformation 

it is essential that these jobs are equitable. This requires 

addressing issues of pay disparity as they relate to: 

a) economic participation; 

b) internal pay inequality and executive pay; and 

c) pay gaps.

Having a deep understanding of these issues  enables 

organisations to think carefully about several things,  including 

increasing remuneration transparency, approaches to salary 

negotiations and remuneration, developing fair internal pay 

ratios, and determining appropriate executive pay.

Economic Participation

Income disparity is a fundamental driver of inequality in South 

Africa and continues to be a major barrier in transforming our 

economy and society. In February 2020, Stats SA released a 

report highlighting the severity of inequalities in South Africa, 

which supported the observation that the South African labour 

market remains heavily racialised and gender biased. The 

report reveals that men are more likely to be employed and 

have relatively better-paying jobs compared to women.

Internal Pay Inequality and Executive Pay

Globally there is growing scrutiny of high executive pay and 

large internal pay disparity. According to the Financial Times, 

shareholder support for executive bonuses in the US is at 

its lowest since 2011, with “the pandemic highlighting pay 

inequalities that are becoming difficult to ignore.” In South 

Africa, responses to this include the proposed amendments 

to the Companies Act (2008) that aim to introduce mandatory 

disclosure of pay disparity between the lowest paid employee 

and the CEO, or highest paid employee in order to achieve 

greater workplace equity. According to the PWC report, 

the median salary of a South African CEO is R5,242 million, 

which is estimated to be 66 times more than the lowest paid 

employees, on national minimum wage and significantly 

higher than international ratios of  25:1. 

7.1. Understanding Structural Inequality and 
             Exclusion

Business has a  central role to play in addressing the major 

social challenges of inequality, unemployment and poverty. In 

order to meaningfully do this, the private sector needs to have 

the capability and insights to develop appropriate strategies, 

products and services. Workplaces can only be transformed  

through engagements with broader society. 

A vital  aspect of this critical role relates to economic inclusion 

to address income inequality. One of the most important roles 

that the private sector plays is the creation of jobs, affording 

people the opportunity to participate in the economy. 

Therefore, understanding how this can be deepened to tackle 

exclusion is critical.

The transformation of workplace culture is at the core of the 

change agenda and yet is the most challenging aspect as its 

success depends on mindset and behaviour change. It also 

requires the acknowledgment of uncomfortable truths about 

an organisation and the reality that not everyone will support 

the change, which is why bold leadership is critical.

To meaningfully change workplace culture, organisations need 

to focus on two important aspects:

   1.  Developing a deep understanding of the broader 

        structural issues that invariably manifest within the 

        workplace.

   2.   Transforming an organisation to one where marginalised 

      employees feel the can be authentic and belong.

Global challenges, such as COVID-19, have had 

wide implications on transformation in workplaces. 

The pandemic altered interactions and forced the 

introduction of a new form of connection called the new 

social norm where people change their expectations 

about the actions and thoughts of those who matter to 

them. Companies have embarked on identifying various 

platforms for sharing innovative ideas. Consequently, 

organisations are reorganising their policies to embrace  

new ways of working. Currently, the interaction between 

and among employees has been altered, which has 

had a negative effect on organisational performance. 

Managers were already grappling with how best to 

handle employee psychological needs, such as sexual 

harassment, racial discrimination, domestic violence 

and poverty, with many of these issues being amplified 

by the current operating context. 

During this time, it is imperative for companies to 

reimagine new workplace cultures which prioritise 

the health and safety of employees, understand the 

complexities of working from home and invest in mental 

health. The various safety nets offered to employees 

have exposed the negative implications of inequity 

in the workplace, as the access to resources allowing 

employees to work from home are limited to those 

situated in the higher structures of the workplace 

hierarchy. Job cuts during a time of crisis often impact 

low-earning employees, further adding to South 

Africa’s socio-economic inequality and revealing which 

skills are considered valuable to keep businesses 

going. In the South African context, the pandemic has 

disproportionally affected Black employees, and this is 

a reality that is closely linked to the country’s history and 

contemporary contentions with labour, as it is structured 

along racial and gendered lines.

Gorton, Gary B., and Alexander K. Zentefis. Social progress and corporate culture. No. w25484. National Bureau of Economic 
Research, 2019.

 https://www.ft.com/content/50e73d21-3de5-4196-b124-7281ec7af828
https://www.businessinsider.co.za/how-much-south-african-ceos-salaries-2020-8
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Inequality in South Africa also serves to directly highlight 

the varying power dynamics in the workplace, neglect and 

exploitation of low-income employees. The current structure 

of employees and the pay disparities which exist contribute 

to the class structure in the country, where most people are 

regarded as chronically poor, poor and working class. These 

class stratifications play themselves out in the workplace 

based on the resources and safety nets offered to employees. 

Administration and low-income employees are often not taken 

into consideration when it comes to resources and provisions 

extended to employees when shifts in the workplace happen. 

COVID-19 has highlighted these power dynamics, especially 

when looking at the demographic of employees who were 

subjected to job losses. Class inequality in South Africa is 

both gendered and racialised – meaning that the population 

group which remains in the poor and working class categories 

highlight the country’s history of economic exclusion and 

discrimination suffered by Black people. The significance 

of class disparity has broader social implications as it limits 

economic ownership, diminishes the transfer of wealth and 

assets and enables a system of disproportionate familial 

expenses for marginalised groups. 

The Gender Pay Gap

Inequality is gendered and South African society consistently 

reflects this reality. The NBI’s Gender Pay Gap Pilot Report 

2021 found that in a study across five multi-sector companies, 

the gender pay gap ranged from 9 to 35%, which results in 

a quantifiable amount of R72.44 to every R100.00 earned by 

men, according to the data generated from the study. For 

companies to understand and plan in the short to medium 

term, knowing the financial aspects of closing the gender pay 

gap is important. 

In addition to the pay gap, the country is fraught with a culture 

of violence against women and hostile work environments, 

which do not prioritise the important of gender equity and 

transformation. To address these inequalities meaningfully 

and holistically, require companies to understand that the 

correlation and co-dependency of these forms of oppression 

and marginalisation keep a specific demographic from 

experiencing safety, growth and full participation in the various 

aspects of our society. 

  https://www.nbi.org.za/wp-content/uploads/2021/03/Gender-Pay-Gap-Report-2021-Final.pdf
Untangling discrimination in the private sector workplace in South Africa: Paving the way for Black African women progression to 
managerial positions: https://journals.sagepub.com/doi/abs/10.1177/135822912199056927
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7.2. Creating a Culture of Belonging

Organisational values and culture are core to how transformed 

a company is, or not.  However, redefining and changing 

workplace culture is one of the most challenging aspects 

of the journey as it depends on leadership to drive and 

exemplify it, policies and procedures to support it, and mostly, 

employees that buy into it and behave within the parameters. 

Companies that create transformative cultures can attract 

exceptional and diverse talent, experience higher employee 

engagement and happiness and benefit from increased 

productivity and innovation. Additionally, transformative 

cultures can solve a host of social issues, such as exclusion 

and discrimination. Organisational culture change is a long-

term project, and in the South African context, a complex 

and urgent one too. Companies that actively engage on 

the complexities of belonging, position themselves to foster 

a culture of psychological safety where employees are able 

to bring their full selves to work. This establishes an accord 

on how employees view and treat each other, curiosity and 

dissent is encouraged, and trust is mutually earned. 

7.2.1. The Importance of Taking a Position

As mentioned earlier, an important part of creating a culture 

of belonging is ensuring that all employees understand what 

the organisation stands for and know its stance on the key 

issues that affect them. For example, there are companies who 

are vocal about their anti-racist position or have zero-tolerance 

approaches to sexual harassment. In these examples, the 

articulation of this signals a message of inclusion to Black 

people or People of Colour (POC) and women, and secondly, a 

message of intolerance to employees who hold discriminatory 

views and behaviours. It goes without saying that any stances 

and positions need to be supported by the appropriate 

policies and procedures. 

In the age of Social Media activism, more and more companies 

are being challenged by customers and the public to articulate 

their positions on various social issues, and to act decisively 

where it impacts their employees and business. This trend 

is likely to continue and increase, meaning that companies 

will have to rapidly take steps to do this work at a deep and 

meaningful level.

7.2.2. The Need for Deeper Introspection

To truly commit to the project of transformation, companies 

need to be open to understanding the lived realities of 

employees as guidance on what and how to change. One 

of the ways to do this is by analysing available information and 

data. An organisation collects significant data on employees’ 

experiences in several ways, and these insights are critical 

to understanding how transformational its culture actually is. 

This introspection will reveal where the gaps are and what 

interventions need to be put in place to address them. 

Key data points include: employee surveys, performance 

appraisals, retention and resignation information, exit 

interviews, grievance cases and sick leave. Are there patterns, 

anomalies, or red flags that should be investigated? For 

example, when there are disproportionally high resignations 

of senior Black employees, companies may attribute it to 

better opportunities or higher pay elsewhere. However, it is 

a useful exercise to determine why those opportunities, or 

better remuneration, were not available to the employees who 

tendered their resignation and more importantly, there could 

be a deeper issue  relating  to the exclusionary culture of the 

organisation. 

 

7.2.3. Power, Positionality and Privilege

In most instances, untransformed workplace cultures can be 

discriminatory and oppressive to marginalised employees 

who do not act within the prevailing parameters. For example, 

there is increasing anecdotal and research-based insights 

into the discriminatory and exclusionary experiences of Black 

women in the private sector. The research shows that Black 

women are viewed negatively (aggressive, pushy, demanding), 

undervalued, underpaid, over-trained and provided limited 

growth opportunities.

Therefore, understanding how power, positionality and 

privilege manifest in an organisation assists with dismantling 

structures that continue to support exclusion and 

marginalisation. It also helps to frame useful interventions that 

drive change. These may include unconscious bias training, or 

a drive to learn South African languages beyond English and 

Afrikaans. 
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Understanding the Complexity
1)  Macro-aggressions and Micro-aggressions

Macro-aggressions occur on a systemic level, for instance, 

unequal pay practices or conditions for a certain group 

of people. Micro-aggressions are often intentional or 

unintentional verbal or non-verbal behaviours that occur in 

everyday interactions. They are often unacknowledged and 

casually degrade, demean, or put down someone who is part 

of a group based on factors such as gender, race, or ethnicity. 

The complex nature of these aggressions typically requires 

marginalised groups to be constantly aware of innocuous and 

passive comments and decisions which silence, hurt, dismiss 

and discriminate against them. In workplaces where solidarity 

and a fundamental understanding of microaggressions is 

thin, reporting and airing out grievance has been found to be 

incredibly difficult by affected employees. 

2)  LGBTQIAP+ Communities and Belonging

According to the American Psychological Association, those 

who self-identify as LGBT are particularly vulnerable to being 

socio-economically disadvantaged; this is important as socio-

economic status is inextricably linked to LGBTQI+ persons’ 

rights and overall well-being. Although LGBTQI+ persons tend 

to be more educated in comparison to the general population, 

research suggests that they make significantly less money than 

their heterosexual and cisgender counterparts. In 2009, the 

National Centre for Transgender Equality and the National 

Gay and Lesbian Task Force published the preliminary findings 

of their National Transgender Discrimination Survey (NTDS). A 

staggering 97% of survey participants reported experiencing 

mistreatment, harassment, or discrimination in some form 

on their jobs, which included privacy invasion, verbal abuse, 

being referred to by the wrong pronoun, and physical or 

sexual assault. The respondents also reported experiencing 

unemployment at twice the rate of the population, with 47% 

having experienced an adverse job outcome – being fired, not 

hired or denied a promotion at some point in their careers 

due to their gender identity, gender expression and sexual 

orientation.

Additionally, NBI research looking into the experiences of 

black LGBTQI+ employees, found that employees faced 

massive hurdles and exclusionary practices that significantly 

impacted their sense of belonging.

https://www.nbi.org.za/wp-content/uploads/2020/08/NBI%20-%20Understanding%20the%20Experiences%20of%20
LGBTQI+%20Employees%20in%20the%20Workplace.pdf

Definition: Intellectual disabilities describes limitations experienced in cognitive skills and functioning including social, self-care 
and communication. 

Definition: Neurodiverse describes the range of differences in brain function and behaviours regarded as part of normal variation 
of the human population

https://www.sahrc.org.za/home/21/files/SAHRC%20Disability%20Monitoring%20Framework%20FOR%20CD.pdf

https://africlaw.com/2020/05/18/lack-of-consultation-led-to-persons-with-disabilities-being-neglected-in-the-covid-19-response/

https://www.forbes.com/sites/shereeatcheson/2018/11/30/allyship-the-key-to-unlocking-the-power-of-
diversity/?sh=3428365d49c6

https://www.youtube.com/watch?v=6q9ie-lt9qA

World Economic Forum 2020
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3)  Disability & Access in the Workplace
     Disability is Not Always Visible.

Often, disability is assumed to be visible and limited to 

infrastructure issues such as building accessibility. However, 

there are ‘invisible’ disabilities, some which are of an 

intellectual  and neurodiverse  nature, which marginalises 

and silences people. The implications of non-disclosure can 

also be limiting in employees’ career growth prospects and 

companies’ ability to reframe their understandings of having 

a diverse workforce.

Living with a Disability during COVID-19

The COVID-19 pandemic has exacerbated existing barriers 

to work opportunities for persons with disabilities. In South 

Africa, it is estimated that 8 out of 10 disabled persons are 

unemployed. For those who do have access to employment 

and work opportunities, the emergency responses to the 

COVID-19 outbreak did not consider access for persons with 

disabilities. In addition to income losses, there are higher 

costs associated with care, for example, people with hearing 

impairments have experienced communicative challenges 

with the wearing of fully clothed masks and sanitisation stations 

are not always usable for persons with physical impairments, 

including a  limited supply of sanitisers for assistive devices. 

7.2.4. Diversity Management Practices: Does One 
             Size Fit All?

Despite the proliferation of diversity management training 

and courses, we still know very little about which diversity 

management practices are most effective in particular 

organisational settings and contexts. Researchers have 

highlighted that many organisations retain their previous 

diversity management practices without much reflection on 

how little progress has been made. One possible explanation 

for the limited progress might be that diversity management 

practices remain firmly entrenched in prioritising privileged 

identities which, by consequence, keeps marginalised people 

having to navigate rigid and untransformed workplaces 

and cultures. The South African context also requires that 

diversity management approaches understand the structural 

and systemic barriers marginalised employees experience. 

The size, sector and nature of the company also impacts the 

appropriateness of these measures, which is why it is essential 

that companies invest in understanding their own realities and 

developing the appropriate approaches.

7.3. Conclusion

Transforming organisational and workplace cultures worldwide 

is a complex task. In our South African context this complexity 

is exacerbated by the systemic and structural patterns of 

discrimination and marginalisation that are a legacy of our 

past and that continue to pervade the present.  However, 

the commitment to deeply understand issues of inequity 

and exclusion is an important task. The long-term project is 

to support this commitment with concerted efforts to rethink 

and redesign workplaces to create environments that are 

cognisant of employees’ realities and equitably address them. 

The rewards will be measurably felt in employee satisfaction, 

productivity, innovation and happiness.

Psychological Safety

Psychological safety refers to the belief that employees 

can speak up with risk of punishment or humiliation. 

This is a critical concept to create high-performing 

and innovative cultures, and it is fundamental in the 

transformation journey. According to Nene Molefi (CEO 

of Mandate Molefi HR Consultants),  psychological 

safety is absolutely crucial in driving transformation as 

it ensures that employees are afforded the space to 

have a voice to affect change. It also ensures that the 

experiences of discrimination, bias and exclusion are 

taken seriously, providing employees with a sense of 

protection and safety.

What Companies can do to Address Intersectionality at Work 

Management should advance a transformation agenda and reaffirm its commitment to equality and equity in the workplace. 

Implement a diversity and transformation programme with measurable targets to ensure that companies can reap the many 

benefits of an inclusive workplace, including greater engagement, productivity and innovation.

Targets for diversity and transformation programmes should include gender representation but also racial inclusion at different 

levels of the organisation to ensure productivity, profitability and employee engagement.

To guarantee no one is left out, companies need to continually interrogate organisational data and use this to address concerns 

related to a wide set of issues that would include equal pay and employee engagement.

Unconscious bias training must be designed with intersectionality in mind.

Companies should be able to tailor new approaches to suit the context of each workplace by allowing allyship  and intersectionality 

as essential aspects to build organisational purpose, culture and values. 

Companies must expand their policies to include the nuances of disability and neurodivergence. 

Internal structures and protocols around leave days should correspond with the needs of employees (i.e. parental leave). 

Organisations should invest in flexible and accessible work arrangements that accommodate remote working through technology. 

Attention has to be brought to the respective leaders to acknowledge their unconscious bias, ensuring visibility increased 

opportunities for they talent at the intersections  
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8. THE TRANSFORMATION 
    MATURITY CURVE

1.
NON-COMPLIANT:

2.
COMPLIANT:

3.
PROGRESSION:

4. 
TRANSFORMATIVE:The Transformation Blueprint is supported by the 

Transformation Maturity Curve, which aims to support 

organisations to assess and benchmark their transformation 

strategy and efforts. Companies are at varying stages in their 

journey towards creating transformed organisations and the 

Maturity Curve will support this journey by highlighting areas 

of strengths and weaknesses.

The idea of this Blueprint is to measure the level of 

transformation in organisations by applying intersectionality 

as the conceptual lens. Some of the core principles of this 

Blueprint are based on accountability, transparency, support 

mechanisms, recourse, justice and access to information. 

Companies will be measured on their transformation progress 

based on a combination of social factors which will be 

aggregated to give an indication of where they are positioned 

in the transformation maturity curve. For instance, a business 

may have transformative anti-discrimination policies based on 

race, yet rate poorly on LGBTQI+ community inclusion. The 

graphic below gives an idea of how a company’s transformation 

maturity would be measured on a scale from non-compliant to 

transformative:

Given the complex nature of transformation and social 

change, the maturity curve will be adapted to reflect both 

policy systems and social (behavioural) aspects. Primarily, the 

maturity curve is intended to enable organisations to reflect 

on their perceived cultures and the experiences of employees 

in the workplace.

Does not meet minimum regulatory requirements. 
Untransformed company from various social aspects, 

limited / no anti-discrimination policies, grievance 
mechanisms and support structures

The company is legally compliant and has the minimum required 
policies, internal trainings and progression mechanisms

Leadership driven transformation strategy linked to KPIs, 
clear positions and stance, infrastructurally accessable, has 

policies on inclusion, visibility and representation

Representative leadership, transformative policies supported by 
appropriate procedures, clear anti-discrimination stance, high employee 

engagement and happiness measures, highly accessable, transparent about 
staff remuneration, goes the extra mile in creating safe cultures
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9. CONCLUSION 10. STAFF & COMPANY 
      SURVEYS

The NBI’s Transformation Blueprint is the culmination of 

research, engagement and experience into understanding the 

systemic barriers to achieving real change and transformation 

in the private sector. This undertaking is one that we believe 

is critical in shaping an equitable and inclusive economy 

and society in light of increasing inequality, unemployment 

and poverty. It is the NBI’s fundamental view that business 

cannot operate or be sustainable in an unstable, unequitable 

and exclusionary environment. While the private sector faces 

numerous challenges, it also plays a central role in addressing 

these challenges, and driving transformation is a key lever.

As stated earlier, this Blueprint is not the much needed or 

sought-after silver bullet to achieving change. It aims to spark 

thinking and critical engagement on the range of complex and 

messy issues addressed in the Report.

The Report focusses on three critical areas: Bold Leadership, 

Inclusive Employee Journeys and Transformative Workplace, 

which we believe are core aspects to address if we are going 

to see change. The over-riding message we convey is the need 

for a deeper understanding of social and economic issues, 

and the thoughtful and deliberate practical changes that 

organisations must take in support of creating an equitable 

and transformed society.

Lastly, we invite you to engage with the document, test, 

critique and improve it towards a collective effort to achieving 

social and economic transformation. 

10.1. Organisational Overview

In an effort to develop practical tools to measure company progress, these guiding questions will support surveys to be developed 

to focus on both the policy and social aspects of workplace dynamics.

10.1.1. Policies, Procedures and Governance

How well does the company rank with legal compliance in terms of BCEA?

Are there policies which clearly articulate anti-discrimination against people based on their gender, sex, gender expression, race, 

sexuality, religion, disability, neurodiversity, citizenship, and age?

Does the company have grievance mechanisms and policies which allow employees to report in instances of discrimination and 

harassment?

Evidence of existing harm reduction practices in the event of harassment, discrimination and/or assault being reported

Do all policies include gender neutral and LGBTQI+ affirming language used throughout different policies, application systems 

and record keeping?

Implementation of policies which observe varying family structures and responsibilities, workplace reintegration for parents post 

parental leave and schedule flexibility

Does the company have support systems which place emphasis on the diverse nature of mental health and wellbeing including 

additional leave and flexible workdays?

Implemented gender sensitive and inclusive policies and interventions throughout organizational work including staff recruitment, 

promotions, supply chain and any other business unit structures

Does the company have full remuneration disclosure including details on job adverts, public accessibility on salary bands/levels 

for staff and measurement of pay disparities

What is the extent of youth representation (until age 29) in leadership / managerial structures?

Does the company provide for additional study/training leave outside of BCEA recommendations?

Existing and developing policies on employee study/professional development fees

-

-

-
-

-

-

-

-

-
-
-
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10.1.2. Social and Workplace Cultures

Do you feel safe and secure to share your gender and/or sexuality at work?

Is there a conscious effort to make the workplace (including stakeholder events) as accessible as possible?

Does the workplace offer support for mental health and wellbeing including traditional remedies?

Do you feel represented by the executive management / senior level structures?

Do you feel your manager / boss / organization embodies empathy?

Is the company representative and affirming of your (multiple) identities?

How much of your attitude towards your job (performance) is informed by the work environment?

Does the organization have a consistent culture of allyship?

Do you feel as though you belong in the workplace?

Is the company overall accessible from a disability and neurodiverse aspect?

Are you able to speak and write in different languages while working?

Is there transparency at work on salary earnings and growth expectations?

By your own definition, are you able to be your most authentic self in the workplace?

Do you feel that you work with a diverse group in your unit/team/department?

Does the company observe and recognize social awareness months, i.e. Pride, Mental Health, Disability Awareness etc.?

Have you ever experienced a microagression in the workplace?

Do you feel one or several of your identities are a barrier to your upward mobility?

Are you able to speak openly about your partner(s) at work?

Do you believe that you earn the same income as your colleague(s) doing the same / similar work?

Do you feel the company consistently lives up to its transformation principles, objectives, visions and goals?

How do you envision your growth within the company (medium – long term)?

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

Gugu McLaren-Ushewokunze, Head: Social Transformation

Gugu McLaren-Ushewokunze leads the NBI’s Social Transformation programme. Gugu’s responsibilities include 
developing and implementing the NBI’s programme to engage business in driving social transformation, with 
the aim of addressing inequality and inequity. The programme focuses on companies’ internal transformation, 
creating diverse and inclusive organisations, implementing programmes to expand economic inclusion, driving 
ethical leadership and anti-corruption interventions and businesses’ relationship with society.

She has more than 14 years’ experience in social and sustainable development, having worked across sectors 
and industries. She built most of her career in the corporate sector, where she steered the development and 
implementation of sustainable development strategies. Gugu spent six years at Discovery, where she supported 
the company’s shared value business model, and crafted innovative and award-winning annual reports.

During the course of her career, Gugu has focused on strategy, research, project management and reporting in 
globally relevant organisations. 

Gugu holds two qualifications from the University of Cape Town: a Master of Social Science in Gender and 
Development, and a Bachelor of Social Science (Honours) in Gender and Transformation. She has also obtained 
numerous sustainable development qualifications. 

Bridgette Mdangayi, Programme Manager: Social Transformation

Bridgette Mdangayi is the NBI’s Programme Manager in the Social Transformation Unit. Bridgette is responsible 
for driving the unit’s strategy and programme implementation, with a focus on the Transformation and Equity, and 
Social Cohesion programmes.

Bridgette has amassed 13 years’ experience in cross-sectoral project and programme management, having worked 
in multiple sectors. She is well-versed in capacity building, social advocacy and development communications, 
strategic planning, and stakeholder management. She has accrued Pan-African exposure working across three 
regions – the Southern African Development Community, East Africa Community and the Economic Community 
of African States – with a geographic span of 21 countries, managing large and complex projects. She has had 
exposure interacting with local, regional and international stakeholders, as well as project consortium partners, 
which has bolstered her programme and management skills.

She is also a PMP (Project Management Professional)® candidate through the Project Management Institute (PMI). 
She recently completed studies towards a Strategic Leadership Accreditation at the Gordon Institute of Business 
Science (GIBS), and holds an NDip in Sports Marketing and Management (Tshwane University of Technology), a BA 
Degree in Communication Science (University of South Africa) and an Advanced Project Management Certification 
(Monash University (SA) – IIE MSA). 

Khanyisa Nomoyi, Project Manager: Social Transformation 

Khanyisa Nomoyi is the Social Transformation Project Manager at the NBI. She obtained an Honours Degree in 
Political and International Studies from Rhodes University. At the NBI, she is responsible for content development, 
research, analysis, project management and stakeholder engagement on transformation. Current areas of focus 
include the gender pay gap, LGBTQIAP+ employees in the workplace, economic inclusion, small and medium 
enterprises, and supplier development. Khanyisa provides support on the development of intergenerational 
leadership and gender-based violence pathways.  

Khanyisa has experience and is skilled in policy analysis, qualitative research on philanthropy and Sustainable 
Development Goals (SDGs) in Southern Africa. She also has capabilities in monitoring and analysis of national 
government frameworks on access to healthcare, education and gender equity, and developments in international 
affairs. 

Previously, she worked as Research Co-ordinator in philanthropy under SGS Consulting, and has interned at 
the Centre for the Advancement of Community Advice Offices South Africa (CAOSA), MSF South Africa and 
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Head | Social Transformation
Email: GuguM@nbi.org.za   
Tel: 011 544 6000

Bridgette Mdangayi 

Programme Manager | Social Transformation 
Email: BridgetteM@nbi.org.za 
Tel: 011 544 6000  

Khanyisa Nomoyi

Project Manager| Social Transformation
Email: KhanyisaN@nbi.org.za 
Tel: 011 544 6000

11. THE SOCIAL TRANSFORMATION TEAM



The National Business Initiative is a voluntary coalition of South African and 
multinational companies, working towards sustainable growth and development 
in South Africa and the shaping of a sustainable future through responsible 
business action. 

Since our inception in 1995, the NBI has made a distinct impact in the spheres of 
housing delivery, crime prevention, local economic development, public sector 
capacity building, further education and training, schooling, public private 
partnerships, energy efficiency and climate change. 

The NBI is a global network partner of the World Business Council for Sustainable 
Development (WBCSD) and an implementation partner of We Mean Business, 
the CEO Water Mandate and CDP.

www.nbi.org.za
www.facebook.com/NationalBusinessInitiative
@NBISA
https://www.linkedin.com/company/national-business-initiative/

5th Floor, 61 Katherine Street, Dennehof, Sandton, 2196
PO Box 294, Auckland Park, Johannesburg 2006, South Africa
Tel: +27 11 544 6000
www.nbi.org.za
Reg. No. 1995/003141/08 Association Incorporated under Section 21
Vat Number: 4070158433

Directors:
C Coovadia (Chairman), J Yawitch (Chief Executive Officer), Prof A Bosch, B Burnett, B Khumalo, C Mokoena, F Mthembi,
F Madikizela, K Harilal, 
K Chaba, M Rambharos, S Naidoo, Z Mariani.
C Lewis (ex-officio)
Company Secretary: G Hutchings

D
es

ig
n:

 w
w

w
.in

d
ay

i.c
o

m

http://www.nbi.org.za
http://www.facebook.com/NationalBusinessInitiative
https://twitter.com/NBISA?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%5Eauthor
https://www.linkedin.com/company/national-business-initiative/

	5.1.2 Transformation Leadership
	empathy and inclusive capabilities

	6.1 Policy Formulation

	Empathy and inclusive capabilities: 
	Policies and procedures: 


