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PREFACE 

The purpose with this study was to enable city governments in South Africa and elsewhere to 

develop robust resilience strategies to successfully navigate impending shocks from 

discontinuities in their contextual environment. The processual approach was adopted with 

the application of this diagnostic instrument which enables learning as its focus. This enables 

a low threshold/high ceiling process of learning for city governments as they build robust 

resilience strategies. Futurist and visionary Brand (2017b) marked the migration into cities 

across the world as the defining dynamic of the 21st century. This dynamic amongst other 

disruptive forces that test city government resilience, may be the force that impacts cities and 

towns over the next twenty years. Cities, towns and communities within them are in search of 

ways to develop their economies, create wealth as well as reduce inequality and poverty. 

Amidst a plethora of fanciful ideological rhetoric promising to achieve these same ends this 

study provides a diagnostic for gauging city government resilience together with evidence for 

economic development and successfully reducing inequality and poverty. This study outlines 

and describes an approach to gauging city government resilience which includes social 

transformation through engagement of citizens in rights-based methods of sustainable 

economic development which also give back independence, dignity and self-worth to citizens. 

This approach may go some way to correcting the widespread disenfranchisement and 

dispossession that followed the colonial era. 

This study has resulted in a diagnostic instrument which is different from others amongst the 

emerging plethora of work on resilience since the New York City catastrophy referred to as 

“9/11”. The key differentiators of the instrument developed in this study include the following: 

 

 the diagnostic for gauging city government resilience is positioned as an 

organisational development (OD) intervention which therefore rests on a 

substantial body of scholarship, proven theory and guidelines for successful 

practice; 

 it engages and stimulates a strategic conversation amongst executive leaders and 

executive managers within the city government as an organisation; 

 key enablers for successfully executing a resilience strategy such as capability 

assessment and capacity building in cross-cutting competencies are prominently 

featured; 

 through scenario-based strategy and systems dynamics (SD) modelling it enables 

anticipating discontinuities in the contextual environment that may impact city 

government on a 20-25 planning time horizon; 
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 descriptors of factors and items in the diagnostic describe aspirations and through 

this provides an indication of desired results (vision) and possible benchmarks for 

a city government resilience strategy; and 

 build organisational infrastructure for successful change management may enable 

a higher probability of successful change and assumes continuous flow of 

challenges to city government resilience. 

 

The above differentiators have been included in this study to address short-comings of some 

approaches emanating from within developed economies for enabling resilience in emerging 

economies. Addressing the dynamics of social transformation and including predetermined 

responses to climate volatility, technology convergence extends the lifespan of the instrument 

in the face of these impending disruptive forces that may impact on city government resilience. 
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ABSTRACT 

This study starts with exploring the evolution of thinking regarding organisations as open 

systems. It provides a perspective on a total systems approach to organisation design and 

organisation development and identifies high leverage components in systems which enable 

organisation resilience. It provides a holistic perspective on organisation resilience and 

sustainable economic growth including the paradigmatic developments, schools of thinking, 

theoretical principles theories and models for orgainsational resilience. It identifies the 

anticipation, adaptation and recovery (AAR) framework as starting point within which a 

diagnostic instrument could be designed and developed. It investigates trends patterns of 

behaviour and systemic structures that influence resilience, with specific reference to city 

government, including high leverage areas within the extended AAR meta-framework. Factors 

and items are components of a diagnostic instrument for gauging and enabling resilience in 

city government including aspirational descriptors for factors and items in the diagnostic 

instrument with which to gauge current reality for a city government resilience strategy. The 

aspirational quality of descriptors provides a perspective on the desired results (vision) for 

particular aspects and may form the basis for linking factors and items to benchmarks. 

Capability assessment, capacity-building in cross-cutting competencies, anticipation, 

adaptation, recovery, sustainable development, green growth and smart cities form the meta-

framework of the diagnostic instrument within which items and their descriptors are situated. 

Triangulation between the literature study, the instrument design, and cross-checking with a 

purposive sample of users established its validity empirically within a pre-test and post-test 

framework to develop the final diagnostic instrument for gauging city government resilience.  

 

Key words: 

Capability, capacity building, city government, city government resilience, organisation 

resilience, systems thinking, systems dynamics, resilience indicators, scenario-based 

strategy, futuring, organisation learning, change management, leverage, developmental cities, 

urban dynamics, networks  
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OPSOMMING 

Hierdie studie begin met die ondersoek van die evolusie van denke rakende organisasies as 

oop stelsels. Dit bied 'n geïntegreerde stelselsbenadering tot organisasie-ontwerp en 

organisasie-ontwikkeling, en identifiseer hoë-hefboom komponente in stelsels wat 

organisatoriese veerkragtigheid moontlik maak. Dit bied 'n holistiese perspektief op 

organisatoriese veerkragtigheid en volhoubare ekonomiese groei, insluitende die 

paradigmatiese ontwikkelinge, denkskole, teoretiese beginsels, teorieë en modelle vir 

organisasie veerkragtigheid. Dit identifiseer die verwagting, aanpassing en herstel (VAH), ook 

genoem die “AAR” raamwerk, wat as ontwerpsbeginpunt vir die ontwikkeling van 'n 

diagnostiese instrument dien. Dit ondersoek tendense van gedrag- en sistemiese strukture 

wat veerkragtigheid beïnvloed, met spesifieke verwysing na stadsregering, insluitend hoë-

hefboomgebiede binne die uitgebreide AAR meta-raamwerk. Faktore en items word 

komponente van 'n diagnostiese instrument wat veerkragtigheid meet en dit ook van 

toepassing op stadsregering maak deur die faktore en items wat in die diagnostiese instrument 

vervat is. Vaardigheidsaanslag, kapasiteitsbou in kruisvaardighede, afwagting, aanpassing, 

herstel, volhoubare ontwikkeling, “groen” ontwikkeling en “slim” stede (smart cities) vorm die 

meta-raamwerk van die diagnostiese instrument waarbinne items en hul aanwysers geleë is. 

Triangulering van data afkomstig van die literatuurstudie, die instrumentontwerp en ‘n 

kruiskontrole met 'n doelgerigte steekproef van gebruikers het empiries die instrument se 

geldigheid vasgestel binne 'n voor-toets- en na-toets-raamwerk om die finale diagnostiese 

instrument te ontwikkel wat ‘n stadsregering se veerkragtigheid meet. 

 

 

Sleutelterme 

Vermoë, kapasiteitsbou, stadsregering, stad regering veerkragtigheid, organisasie 

veerkragtigheid, stelsels denke, stelsels dinamika, veerkragtigheid aanwysers, scenario-

gebaseerde strategie, toekoms, organisasie ontwikkeling, organisasie leer, 

veranderingsbestuur, hefboom, ontwikkelingstede, stedelike dinamika, netwerke  
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CHAPTER 1 – ORIENTATION 

1.1 Introduction 

The attacks on the City of New York during what is now commonly referred to as “9/11”, 

severely tested the resilience of the government of this megacity. This event also stimulated 

research interest in, the nature of resilience, as part of the management of risk. It brings into 

stark relief the interconnectedness and complexity of the modern world (Wheatley 2002). In 

this regard, scholars such as Smuts (1925), Von Bertalanffy (1968) and Forrester (1969) argue 

that any complex system should be analysed by uncovering and understanding the causal 

relationships and interconnections between its constituent parts – also referred to as 

uncovering the underlying structure of a system. A mere look at the parts of a complex system, 

which are often more visible, is not useful for sense-making endeavours, for instance in city 

government, provincial government and national government. 

Smuts’s (1925) and Von Bertalanffy’s (1968) contributions to holistic thinking and a theory of 

systemic interconnectedness, known as holism and general systems theory (GST) 

respectively, provide scholars with an essential and revolutionary worldview. This worldview 

is useful for making sense of the global interconnectedness. Jervis (1997) describes a system 

as a set of units or elements interconnected so that changes to some elements or their 

relations produce changes in other parts of the system. Meadows (2008) describes a system 

as an interconnected set of elements that is coherently organised in a way to achieve 

something. She adds that it must consist of three kinds of things: elements, interconnections 

and a function or purpose. The distinguishing feature of an open or dynamic adaptive system 

is the presence of so-called “feedback loops”, as described by Senge, Kleiner, Roberts, Ross 

and Smith (1994:89), Sterman (2000:16) and Meadows (2008:187).  

At its broadest level, systems thinking encompassed a large and fairly, amorphous body of 

methods, tools, and principles all oriented to looking at the interrelatedness of forces and 

seeing them as part of a common process. The field includes cybernetics and chaos theory; 

gestalt psychology; the work of Gregory Bateson, Russel Ackoff, Eric Trist, Ludwig von 

Bertalanffy and the Sante Fe Institute; and the dozen or so practical techniques for “process 

mapping” flows of activity at work. All, of these diverse approaches have one guiding idea in 

common: that behaviour of all systems follows certain common principles, the nature of which 

are being discovered and articulated. (Senge et al. 1994:89). 

In a democratic system of governance, feedback generally comes in the form of media 

reporting, commissions of enquiry, citizen input and voter behaviour. These feedback loops, 
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when they are critical, are generally the cues for city government to become more responsive. 

Senge (1994) frames systems thinking as one of five “disciplines” of a so-called “learning 

organisation”. Senge (1994) identifies the process of double-loop learning, originally 

developed by Argyris (1982), with its effect on the minds of leadership and managers, and the 

shift it leads to in the assumptions they make, as a key to “team learning”. From a learning 

perspective, it is ultimately this change in thinking and in assumptions which Whybrow (2015) 

identifies as the key to enabling global resilience, global sustainability and global survival at 

scale.  

Based on systems thinking, Forrester (1969) used systems dynamics (SD) modelling, which 

uses feedback loops, to study urban dynamics. The dynamic elements he identified may be 

useful in developing an instrument for gauging city government resilience, as uncovering the 

interconnectedness between these dynamic elements leads to an understanding of how a 

system such as a city might behave when one or more of its constituent parts changes. This 

in turn leads to the identification of the most effective point of intervention within a system. 

This point of intervention is known as “leverage” (Senge 1990:64; Meadows 2008:145). 

Identifying leverage within a city government system provides the basis of a useful diagnostic 

instrument for a process of gauging city government resilience.  

In South Africa’s constitutional democracy, city government is conceptualised by Glaeser 

(2011) and the Institute of Race Relations (IRR 2014) as a metropolitan municipality which is 

mandated in terms of the Constitution of the Republic of South Africa, 1996, and which enables 

the planning and administration of the local affairs of a city in an inclusive, democratic, ethical, 

efficient, productive, economic, resilient and sustainable manner. The Oxford Concise 

Dictionary (1982:886,1024) defines resilience in general terms as meaning “recoiling”, 

“springing back”, “resuming an original shape after bending”, “stretching”, “compression”, and 

also (of a person) readily recovering from shock or depression. Walker, Holling, Carpenter and 

Kinzig (2004) add that resilience is the capacity of a system to absorb disturbances and 

reorganise while undergoing change, and at the same time retain essentially the same 

function, structure, identity and feedback.  

In the context of city government, Duit (2015) regards the rising interest in resilience as a need 

among scholars and practitioners to better understand the conditions for effective governance 

in a complex, interconnected and volatile world fraught with a new class of poorly understood 

systemic risks flowing from turbulence in the environment. Orr (2014:5) describes cities in 

general as "organised complexity where a half dozen or more quantities are all varying 

simultaneously and in subtly interconnected ways”. De Weijer (2013: iii) states in summary 

that city resilience is rooted in understanding complexity, and that “when viewed as socio-



Page 3  

ecological systems, cities are not deterministic, predictable and mechanistic”. She adds that 

a city is “organic in nature and its structures are intricately connected with each other”. 

It is important to draw a distinction between city resilience and city government resilience. City 

resilience is a broad concept incorporating the total environmental, social and economic 

dimensions of the urban setting. City government resilience, in turn, refers to the 

organisational, administrative, developmental, managerial and leadership dimensions of a 

metropolitan municipality as a complex organisation. In other words, it focuses on the 

structural, systemic and administrative responses as the processes of a city in dealing with all 

areas that may influence and challenge its resilience. It engages organisational development 

(OD) as a perspective for gauging aspects of organisational resilience. 

Duit (2015) cites Hood 1991; Duit and Galaz 2008 pointing out that previous discussions on 

how to design public (municipal/city) administrations often focused on values such as 

efficiency and equity, contemporary debates display an increasing concern for the 

“robustness”, flexibility and adaptability of public governance. Glaeser (2011) furthermore 

offers an overview of the aspects that make cities successful, resilient and sustainable. He 

places resilience in the context of both short-term crises and long-term sustainability. He also 

provides guidance on those aspects that can cause their downfall, that is, the non-resilience 

of cities. Glaeser (2011) asserts that the primary function of a city is to bring people and their 

needs closer together in a more cost-effective and convenient manner. In this regard, Katz 

and Bradley (2014) demonstrates the growing capacity for resilience by city government 

compared to declining national government responsiveness. He explains that this is because 

of the city’s relative proximity to its citizens and the feedback received from and interactivity 

with them. 

In the context of organisations as complex systems, Marcos and Macauley (2008) frame 

resilience as “Anticipation, Adaptation and Recovery” (AAR). The AAR framework describes 

in further detail the properties and processes of a resilient organisational system. The AAR 

framework, proposed by Marcos and Macauley (2008) and expanded upon by Glaeser (2011) 

and Katz (2014) in the context of cities, has been adapted and extended for use as a process 

framework to map the elements and dimensions of a proposed diagnostic instrument. This 

instrument can be used to gauge city government resilience and stimulate a strategic 

conversation among executive leadership and executive management which may lead to 

enhancing resilience.  

Flannery (2005) analyses city resilience from an ecosystem perspective, positing that global 

climate change may severely test the ability of city governments to adapt and recover. He 
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argues that cities are the most vulnerable ecosystem in the context of global climate change. 

This is, according to him, because of their complexity, as well as the many invisible 

interdependencies within cities themselves and between cities and their external 

environments. Wack (1985) and De Geus (1988) in turn accentuate the strategic planning and 

policy formulation dimensions which may affect strategy-making per se and city government 

resilience strategy particularly. Wack (1985) emphasises the role that scenario planning 

should play in enabling learning about dynamics in the contextual environment that may 

impact upon organisations. He describes scenario-based strategy as a learning process in the 

minds of decision-makers, at the level of influencing assumptions about the future. In the 

context of city governments, learning may be important especially when it takes place amongst 

policy-makers, that is, executive leaders and executive managers. At that assumptions level, 

there may be the basis for deeper learning in all three of the initial AAR meta-categories – 

anticipation, adaptation and recovery (Wack 1985; De Geus 1988, 2002; Glaeser 2011; Katz 

2014).  

Whybrow (2015) provides a global perspective on sustainability and resilience. Whybrow 

(2015:301) pinpoints that, “within an evolutionary framework, our circumstances are best 

described as a decline in adaptive fit – a growing mismatch between what we do as humans 

and the sustainable well-being of ourselves and the planet”. He goes on to argue that it is this 

shift in adaptive behaviour at scale, by “re-tuning the human mind”, which stands between 

generally accepted present behaviour and global resilience and a sustainable future. He refers 

to this process as “re-tuning our brains for a sustainable future” (Whybrow 2015:293). The 

various dimensions highlighted above also illustrate the multidimensional nature of city 

government resilience and the need for a holistic and systemic approach to gauging resilience. 

The complexity that African cities face in ensuring resilience may be demonstrated by the “Ten 

Essentials” pilot study by the United Nations International Strategy for Disaster Reduction 

(UNISDR 2012:10-11). Ten of the essential issues identified in this pilot study are: 

 “Institutional and administrative frameworks; 

 Financial and other resources; 

 Multi-hazard risk assessment; 

 Infrastructure protection, upgrading and resilience; 

 Protection of vital facilities and supplies (e.g. education, health, food and water); 

 Building regulations and land-use planning; 

 Training, education and public awareness; 

 Environmental protection and strengthening of ecosystems; 
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 Effective preparedness, early-warning response; and 

 Recovery and rebuilding communities” (UNISDR 2012:10–11). 

Organisational dimensions include these “Ten Essentials” which provide a basis for 

responding to resilience challenges. A holistic framework such as the AAR meta-framework 

may be best suited to mapping these essentials and other dynamics which challenge city 

government resilience. Such a framework may provide a useful, holistic basis for a process of 

sense-making in general, while enabling observers to gauge the level of city government 

resilience with a view to improving the level of resilience where necessary. It may also provide 

a frame of reference for selecting high leverage areas that enable resilience across city 

government. To be considered successful it should, at the minimum, stimulate a quality, 

strategic conversation which challenges and shifts assumptions in the minds of decision-

makers. From these first steps may follow the focusing and development of a resilience 

strategy and from that may emerge robust policy formulation. 

This research places the dynamics of city government resilience in the context of systemic 

thinking as a framework for a diagnostic instrument that gauges the level of city government 

resilience. Systems thinking has been applied to the anticipation of both external dynamics 

that affect city government and internal organisational dynamics that affect the adaptive 

capacity, in the short and medium term, which enables city government resilience. Examples 

of external dynamics at work include, but are not limited to -  

 migration to cities across the globe; 

 population and demographic aberrations such as the so-called youth bulge; 

 property price fluctuation – the result of market supply and demand; 

 security of water supply and other natural resources; 

 demands by city officials and workers, through organised labour structures, for higher 

wages and so-called decent work; 

 levels of citizens’ dissatisfaction with delivery of services; and 

 stewardship of the so-called commons, including the need for effective waste 

management and pollution control (Author’s own research). 

Examples of so-called “predetermined” dynamics include: 

 human population beyond the limits of the emerging capacity of planet earth; 

 rapid urbanisation; 

 terror attacks – nuclear detonation and cyberattacks on IT infrastructure; 

 youth bulge and demands for inclusion; and 
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 climate volatility increases as climate change breaches critical thresholds causing 

prolonged drought(s) with fire threats and threats to water and food security (Author’s 

own research).   

Predetermined dynamics, by their very nature, are likely to confront organisations and 

challenge their resilience. It may be assumed that these dynamics will test the level of 

resilience and they can therefore be used as a benchmark or so-called “acid test” for testing 

resilience. Examples of internal dynamics include: 

 level of compliance with the rule of law embodied in the South Africa Constitution and 

the municipal mandate; 

 level of accountability to the South African Constitution; 

 capability to execute the constitutional mandate for municipalities; 

 strategic perspectives and assumptions about the future environment that may 

confront cities; 

 capability to formulate strategy and policy that is robust against future conditions in the 

contextual environment;  

 capability to execute strategy and policy on time, on budget and on quality; 

 the fit between the various organisational subsystems that affect organisational 

responsiveness; 

 levels of community health and safety;  

 political and administrative leadership capability;  

 leadership and management capacity and competence levels of corruption, 

maladministration and nepotism; 

 political factionalism;  

 levels of organisational trust;   

 levels of staff expectations;  

 investment in personal growth opportunities;  

 individual and team motivational and commitment levels; and   

 understanding the principles and practice of sustainable economic development 

(Author’s own research). 

Both external and internal dynamics influence city resilience and, as such, have been 

considered in the diagnostic instrument. A systemic perspective also includes the 

interdependence of city government resilience with national, regional/continental and global 

resilience. This uncovers important interconnections between the initial three levels and 
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provides useful insights for executive, political and administrative leadership in improving 

overall city government resilience.  

As a result, of the Global Reporting Initiative (GRI 2013), there are mandatory audited 

dimensions which are seen, as essential for robust sustainable development. These 

dimensions are financial health, care of the environment and investment in the development 

of people. The GRI thus provided further indicators of city government resilience for an 

instrument to gauge this, using the AAR as its frame of reference.  

Among these initial dimensions and elements of the meta-framework are what are regarded 

as cross-cutting, enabling competencies which support organisational capability. Capability 

may be conceptualised as the ability to formulate robust strategy and policy and to execute 

them on time, on budget and on quality. These competencies cut across the AAR framework 

and enable (drive), or in their absence disable (restrain), resilience. An initial list contains 

cross-cutting competencies such as knowledge of the Constitution and the rule of law, 

scenario-based strategy, systems thinking, effective servant leadership, goal-setting and 

performance review processes, personal development planning, strategic conversation quality 

and engagement, cross-cultural competence, literacy in technology convergence and 

disruptions, innovation, e-governance competence, successful change management practice, 

good governance and financial literacy. Due to the relative importance of developing 

organisational trust as an enabler of responsiveness, as pointed out by Stephenson (2005b) 

and Shockley-Zalabak, Morreale and Hackman (2010), competence in building organisation 

trust may also be included in this list of cross-cutting competencies.  

Capacity among executive leadership and executive management regarding the above 

competencies may be the foundation and the primary enabler for developing capability and 

ensuring city government resilience. Capacity building to build capability may therefore 

precede other factors in a diagnostic and may emerge as the priority for ensuring resilience 

(APSC 2017). 

Based on the AAR framework, the theory of system dynamics and resilience thinking, the 

respective dimensions of city government and the “ten essentials”, the proposed diagnostic 

instrument displays a number of these properties.  

The diagnostic instrument will be developed and designed so that it- 

 is systemic and holistic; 
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 uses a meta-structure to provide an overview according to which the user can diagnose 

where individual or organisational strengths and weaknesses lie, thus providing 

context; 

 points towards high-leverage areas, as well as scholarly resources which can be used 

by practitioners; 

 has a diagnostic for assessing city government capability and enabling capacity 

building for specific cross-cutting enabling competency areas such as, among others, 

systems thinking, servant leadership, goal-setting and review processes, good 

governance practice, sustainable economic development, conversation quality and 

engagement;  

 is designed as feedback and as a basis for reflection, strategic conversation, learning 

and action planning, individually, in a team context and at scale; 

 develops the quality of resilience thinking;  

 enables anticipating the future using a scenario-based approach;  

 enables successful complex and adaptive organisational behaviour; 

 includes recovering a prior position, and then leveraging growth beyond that to enable 

sustainable economic development, green growth and smart cities;  

 enables city government organisations to gain from disorder or what has been referred 

to as so-called “anti-fragility” posited by Taleb (2012); and 

 provides for processes of continuous service quality improvement through structured 

innovation using total quality management principles. 

1.2 Problem statement 

According to Duit (2015:3), most definitions of resilience currently in circulation in the social 

sciences refer to the ability to handle shocks and surprises. He goes on to add that “beyond 

that, there is a plethora of varieties of this basic conceptualisation”. The implication of his 

assertion is that scholars and research institutions from across the world, including South 

Africa, have responded with a matching “plethora” of solutions, frameworks and capacity-

building programmes to address the capacities and competencies of cities to become more 

resilient. Among the “plethora” Duit (2015) refers to, are a number, of research institutes and 

networks which have resilience as their core activity and research focus. These institutions 

track the rapidly evolving field and usually focus their research on the needs of a local 

geographic area or a specific constituency. The Institute of Risk Management South Africa 

(IRMSA 2015:11), for example, provides a list of risks accompanied by their estimates of 

“likelihood and consequences”. These risks are compared with a similar list from the World 

Economic Forum (WEF). Similarly, the Disaster Risk Reduction Forum (UNISDR 2012b:14) 
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has produced a handbook for local government leaders to deal with environmental risks. 

Furthermore, the Institute for Social and Environmental Transition (ISET 2010) analyses cases 

from Asian cities to map appropriate city planning endeavours. A further example of global 

initiatives to improve city resilience includes the annual Resilient Cities Reports from the 

Resilient Cities Group, which describe global developments in urban adaptation and 

resilience. The Rockerfeller Foundation (2017) has established the 100 Resilient Cities 

network. Bloomberg Philanthropies (2014) Michael Bloomberg Sustainable Cities Network. 

The IRR (2014) provides a useful comparative analysis between municipalities in South Africa. 

The performance indicators and measures utilised for the purposes of the IRR report overlap 

with many areas of organisational resilience. The IRR (2014:16) identifies the “root problems” 

facing local government as “political appointments ... lack of capability ... and lack of 

accountability”. “Lack of capability” and “lack of accountability” can be grouped under the 

heading of “competence deficits”, which are a result of “political appointments”. The findings 

of the IRR point towards the need for a holistic diagnostic which includes capability, 

accountability and building capacity and competence to enable capability within city 

government.  

In SA, the South African Cities Network (SACN 2014) describes its mission as identifying and 

enabling city policy-makers to learn from other cities in general, including resilience in city 

government. The executives of the SACN occupy a vantage point of looking across all South 

African cities. However, despite the plethora of initiatives outlined above, not a single 

diagnostic instrument to measure all the dimensions of city government resilience has 

emerged in SA. An extensive literature survey and Internet search found no instrument which 

provides a holistic perspective to gauge both the current and the emergent dimensions of city 

government resilience. Internationally the Bloomberg C40 Cities network focusses on 

sustainability in the face of climate volatility and the Rockerfeller Foundation 100 resilient cities 

network focusses on resilience in general and does not focus on city government per se. The 

instrument that most closely resembles an instrument to gauge city government resilience in 

South Africa is the emerging GRI (2013), which aims to make sustainability reporting 

mandatory for all organisations, including city governments. It includes dimensions such as 

“green economics” and “green growth”.  

Resilience solutions seem to be dependent for their value in their local context. A city 

government resilience diagnostic developed in the South African context may also be relavant 

in other emerging economies across the world such as in Africa, South America, India and 

China. In SA, the absence of a comprehensive diagnostic instrument to measure city 

government resilience is further exacerbated by the fluid socioeconomic and political setting 
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of cities at present. South Africa is still in socio-political and economic transition following the 

first democratic election held in 1994. This election was won by the African National Congress 

(ANC). A coalition formed between the ANC, the South African Communist Party (SACP) and 

the Congress of South African Trade Unions (COSATU) is commonly known as the tripartite 

alliance. Within this coalition there is a vigorous debate about what the preferred economic 

system for South Africa should be, and the policies required to drive its socioeconomic 

development targets, job creation, wealth creation, reduction of inequality and redistribution of 

wealth. On the one hand, a policy of National Democratic Revolution (NDR) (SACP 2010) is 

proposed by the SACP, while the National Development Plan (NDP) formulated by the 

National Planning Commission (NPC 2012), is stated to be the “official policy” of the ANC. The 

NDR envisages centrally directed policies based on the principles of socialism which will lead, 

after a national revolution, to a communist state. The NDP, on the other hand, advocates 

respect for the Constitution and a liberal, market-friendly economic approach which will lead 

to investment, functioning markets, the freedom to act, the protection of property ownership, 

and economic policies that will generate the investor confidence that will lead to foreign direct 

investment (FDI). This policy ambiguity and contradictions create uncertainty within city 

administrations as to their role and functions within the cooperative system of governance. In 

addition, the tendency by the ANC government to, at times, prefer centralised control for 

specific services such as policing, education and hospital care, places limits on what metros 

can control. The South African Constitution on the other hand provides some latitude for 

metros to determine their own appropriate strategies and policies. Specifically, the 

Constitution provides for metros to play a role in enabling a developmental state. 

Cadre deployment in key executive, managerial and political positions in municipalities 

remains ANC policy. This policy, which rewards loyalty to the ANC tripartite alliance above 

managerial competence, can be regarded as one of the root elements negatively influencing 

city government resilience (IRR 2014:14). It is unlikely that cadres selected for their loyalty 

only will possess the level of insight and competence to steer cities through the complexities 

associated with resilience building. The ANC has until recently had a majority in seven of the 

eight metropolitan councils. The exceptions now are the Cape Town, Johannesburg, 

Tshwane, and Nelson Mandela Bay metros, which are now governed by the Democratic 

Alliance (DA) with the ANC and Economic Freedom Fighters (EFF) in opposition. The 2016 

local government elections shifted the political dynamics in metros away from ANC hegemony 

to governance by the DA in the Nelson Mandela Bay, Tshwane and Johannesburg metros. 

Policy ambiguity within the ANC persists at national level and filters down to the provincial 

sphere and into metros. The NDR and the NDP, when fully implemented, may have different 

effects on policy and the economy in general, and the resilience of city government; in 
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particular. City government resilience may vary depending on the level of centralised policies 

when compared with liberal market-based policies as outlined in the NDP.  

Metropolitan municipalities (cities or metros) are the focus of this study. Metros are becoming 

more important because of their proximity to their citizens and growing responsiveness to 

citizen needs, and they are acting with relative autonomy in relation to central government 

(Katz 2014). The increasing concentration of the population in cities as a result, of urbanisation 

will continue to shift this balance and may in and of itself require a creative, resilience-based 

response. There is a need for productive economic development to create jobs and enable 

city government resilience to ensure that the greatest good can flow to the greatest number of 

people. The structure of the local sphere of government is regulated in terms of the Local 

Government: Municipal Structures Act 117 of 1998, which sets out the categories and types 

of municipalities. Currently, South Africa has eight metropolitan (Category A) municipalities, 

namely: 

 City of Cape Town;  

 Nelson Mandela Metropolitan Municipality (Port Elizabeth); 

 City of eThekwini (Durban); 

 City of Johannesburg; 

 Ekurhuleni Metropolitan Municipality (East Rand); 

 City of Tshwane (Pretoria); 

 Buffalo City (East London); and 

 Mangaung Municipality (Bloemfontein). 

A further problem is what Van der Heijden (1996:93) and Jaques (2013:37) refer to as the 

pervasiveness of “short-termism” inherent in organisational decision-making. Resilience 

thinking and systems thinking require both a short-term and a medium and long-term horizon. 

These demands structure processes of innovation and of adaptive behaviour, rather than the 

design of short-term, reactive city programmes which address symptoms rather than root 

causes. In this regard, Johnson (2015) in his work How long will South Africa survive? points 

out that governments do not create jobs, companies do. The implication is that the 

attractiveness of cities to investors via FDI is one of the keys to growth and creating jobs as 

part of the developmental role of metros. Konditi (2015) confirms this de facto linkage between 

government policy, economic performance and city resilience. 
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1.3 Research objectives 

The primary focus of this research is the design of a high-leverage, systems-based diagnostic 

instrument to gauge the level of city government resilience in South African cities. The 

secondary objectives as follows: 

 To analyse the paradigmatic development, schools of thinking, theoretical principles, 

theories, and models of design and development of organisations that are directly 

interconnected with organisation responsiveness and resilience. 

 To analyse the paradigmatic development, schools of thinking, theoretical principles, 

theories and models for organisational resilience. 

 To design a functional, holistic framework, using the AAR meta-framework as a starting 

point, within which a diagnostic instrument can be designed. 

 To analyse the contextual, socio-political, economic factors and problems affecting city 

government resilience in South Africa. 

 To analyse the trends (patterns of behaviour) and factors (systemic structures) that will 

affect city government resilience. 

 To identify the high leverage areas within the extended AAR meta-framework and 

include them in a diagnostic instrument that will enable resilience in city government, 

as well as identify their descriptors within the context of global resilience, including the 

prospective GRI dimensions. 

 To design the key descriptors and indicators for cross-cutting competencies to enable 

city government resilience. 

 To empirically test the draft diagnostic instrument by obtaining the responses (pre and 

post design) of a purposive sample of city government executive leadership to refine 

the design and content thereof for the purpose of gauging city government resilience. 

1.4 Research questions 

The primary research question is as follows: 

 What are the high leverage systems-based diagnostic frameworks, factors and items 

that will lead to the design of a diagnostic instrument that can gauge the level of city 

government resilience in South African cities?   

The secondary research questions are as follows: 
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 What are the paradigmatic developments, schools of thinking, theoretical principles, 

theories and models of organisations, their design and development that are directly 

interconnected with organisational responsiveness and resilience? 

 What are the paradigmatic developments, schools of thinking, theoretical principles, 

theories and models for organisational resilience? 

 Using the AAR meta-framework as a starting point, what is a functional, holistic 

framework within which a diagnostic instrument can be designed? 

 What are the contextual socio-political economic factors and problems affecting city 

government and, specifically, city government resilience in South Africa? 

 What are the trends (patterns of behaviour) and factors (systemic structure) that will 

affect city government resilience? 

 Within the extended AAR meta-framework, what are the high leverage areas to be 

included in a diagnostic instrument that will enable resilience in city government, and 

what are their descriptors within the context of global resilience, including the 

prospective GRI dimensions? 

 What are the key descriptors and indicators for cross-cutting competencies to enable 

city government resilience? 

 What are the responses (pre and post) from a purposive sample of city government, 

executive leadership and executive management respondents to the draft instrument 

to gauge city government resilience? 

1.5 Central theoretical statements  

General systems theory (GST) was developed by Von Bertalanffy (1968), who is 

acknowledged by scholars as accordingly uncovering the foundations of systems thinking. 

Davidson (1983:9–12) points out:  

“Ludwig von Bertalanffy may well be the least known intellectual titan of the twentieth 

century. As the father of the interdisciplinary school of thought known as general 

systems theory, he made important contributions to biology, medicine, psychiatry, 

psychology, sociology, history, education and philosophy. Yet he spent his life in 

semi-obscurity, and he survives today mostly in footnote … I discovered that 

Bertalanffy’s scientific contribution had been encyclopedic … For Bertalanffy a 

wrongful act was equally wrong whether it was perpetrated by capitalist or 

communist, archbishop or atheist, professor or pipe-fitter, friend or foe … he was a 

scientist who repudiated the arrogance of scientism, a biologist who rejected the 

heredity-is-everything dogma of biologism, a laboratory  researcher who questioned 
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the absolute value of empiricism, an agnostic who denounced materialism, an 

advocate of social planning and championed individualism, and a systems science 

pioneer who warned that systems science could be used for totalitarianism. With that 

much intellectual independence, the wonder is not that Bertalanffy was rather 

obscure but that he was permitted to leave any mark on the world at all. He further 

contributed to his obscurity by failing to organise his literary output. As he wryly 

acknowledged, his body of thought was ‘dispersed in many places and therefore not 

easy to see as an organised system’. Bertalanffy’s legacy is an imposing monument 

of contemporary thought, not just because of its extraordinary diversity, but also for 

its insight into an organising force that links us all to a cosmic unity. It is the universal 

force that arranges the elements of reality into entities called systems. It is a force, 

Bertalanffy warned, that we must no longer take for granted if we are to solve the 

uniquely complex and perilous problems of today’s world. Philosopher John Stuart 

Mill observed that ‘no great improvements in the lot of man are possible until a great 

change takes place in the fundamental constitution of our mode of thought’. Albert 

Einstein declared that ‘we shall require a substantially new manner of thinking if 

mankind is to survive’. I believe that new manner of thinking was developed by 

Ludwig von Bertalanffy” (Davidson 1983:9–12).  

The holistic approach, as described by Smuts (1925), preceded GST by more than 40 years. 

Systems thinking, and a holistic perspective may be essential for making sense of complex 

interconnected social systems. This perspective may also be useful specifically for gauging 

city government resilience. These perspectives uncover what Senge (1990:52) and Meadows 

(2008:145) describe as a systemic structural (generative), level of observation and 

intervention.  

Identifying high-leverage components within a holistic, systemic description of the components 

of organisation resilience in city government resilience may deliver the most useful points of 

focus, diagnosis and interventions to deal with shocks and discontinuities from the 

environment. The dynamic nature of cities as an ecology is captured by Forrester (1969) in 

his systems dynamics (SD) modelling. In an urban setting, SD modelling may form the basis 

of robust policies and interventions within the city government.  

A feedback process in general and feedback loops specifically, as described by Sterman 

(2000) and Senge et al. (1994) may be included to ensure the effective use of the diagnostic 

instrument. These have been selected and together with skilful conversation and engagement 

may enable the city executive leadership and executive management and other organisational 

levels to become more open to shifting assumptions, dynamics in their behaviour and 
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therefore more responsive to shocks. The dialogue (conversation-driven) approach adopted 

as the process for cementing agreement on “the new urban agenda” (Habitat3 2016a, 2016b) 

seems to have resulted in both a wider and a deeper agreement on the specifics of this 

agenda. Deeper commitment where, “world leaders have adopted the New Urban Agenda 

which may set a new global standard for sustainable development, and may help us rethink 

how we plan, manage and live in cities” (Habitat3 2016a). 

This agreement and commitment by world leaders includes to- 

 “provide basic services for all citizens; 

 ensure that all citizens have access to equal opportunities and face no discrimination; 

 promote measures that support cleaner cities; 

 strengthen resilience in cities to reduce the risk and impact of disasters; 

 take, action to address climate change by reducing their greenhouse gas emissions; 

 fully respect the rights of refugees, migrants and internally displaced persons 

regardless of their migration status; 

 improve connectivity and support innovative and green initiative; and 

 promote safe, accessible and green public spaces” (Habitat3 2016a). 

This ability to self-correct through a process of dialogue underlines the value of strategic 

conversation and due process in formulating city policies and legislation that enable adapting 

and recovering and demonstrates building a resilience strategy. 

Resilience may be viewed as a learning process. Applying double-loop learning, originally 

described by Argyris (1982, 1993), at executive leadership and executive management and 

other organisation levels may enable the shift in assumptions and “mental models” that 

Sterman (2000:16) refers to. These shifts may lead to more resilient policy decisions and, in 

the context of metros, to greater city government resilience.  

Planning and learning in an organisational context engages knowledge-creating processes 

such as planning as learning (De Geus 1988, 1997), knowledge creation (Nonaka and 

Takeuchi 1995) and disciplines (Senge 1990). Enabling learning in an organisational context 

may be applicable to organisations in general and to city governments specifically.  

Organisational resilience, according to Marcos and Macauley (2008), may be mapped onto 

the meta-framework consisting of anticipation, adaptation and recovery (AAR) as a starting 

point. In the context of emergent and predetermined dynamics in the environment that may 

have an impact upon cities in the future, this proto-framework may be extended based on 
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research on capability, capacity building, sustainable development, green growth and smart 

cities. 

Jaques (2013) points out that he has used a unifying theory and practice which allows for a 

holistic approach to organisational design and organisational development, pinpointing 

executive leadership and executive management as the unit of observation for organisations 

including government. Jaques (2013) refers to his unifying theory as a total systems approach. 

He suggests this perspective may be an organisational necessity and a requirement for 

eliciting trust and organisational responsiveness, and through this resilience and sustainability.  

According to Putnam (1993), engaging in a regular, inclusive and quality strategic 

conversation builds alignment, as well as social capital – also known as trust capital, 

leadership capability and accountability in city government organisations.  

Stephenson (2005a) and Hockley-Zalabak et al. (2010) argue that organisational trust as 

social capital is the most important and essential element for enabling collaborative work 

across divisions and across diverse populations. Fukuyama (2011a, 2011b) posits that 

modern government, which emerged from tribal and patrimonial systems of ancient 

government, requires three attributes, namely, the rule of law, accountability and capability. 

He also reminds us that most nation states have their origins in sovereign, trading city states. 

Scholars posit that rapid urbanisation across the globe (Katz and Bradley 2013), together with 

technological advances and technological convergence (Schwab 2016), may have an impact 

on city resilience, including government resilience.  Over time these dynamics may enable 

larger cities to recover from these shocks displaying properties of anti-fragility (Taleb 2012) 

and evolve to become, once again, sovereign, globally networked, trading cities (Katz and 

Bradley 2013). Bartlett (2017) argues that “nation states came late in history and there is 

evidence to suggest they may not make it to the end of the century”.  

1.6 Research methodology 

This research follows a qualitative design consisting of a robust literature survey to pinpoint 

potential dimensions, elements and indicators for gauging city government resilience. The 

study adopts a holistic and systemic perspective and, based on the literature review, aims to 

identify high-leverage diagnostic factors, items and indicators to be included. Accordingly, an 

initial design of a diagnostic instrument to gauge city government resilience was made. The 

AAR meta-framework (Marcos and Macauley 2008) was used as the basis and the starting 

point of this design. Resilience-related constructs were identified from a desktop literature 

survey and were mapped onto the AAR meta-framework. From the literature consulted during 
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the research proposal stage, it emerged that the initial boundary around the AAR meta-

framework could be extended to include directly connected, emergent factors such as 

sustainable growth, green growth and smart cities. These were included in the face of the 

predetermined dynamics that may have an impact on city government. Further literature 

studies enabled this boundary to be further extended to include capability (Fukuyama 2011a, 

2011b), as well as capacity building in cross-cutting competencies to enable capability and 

sustainable development and, thus, compliance with the Millennium Development Goals and 

the Sustainable Development Goals (UNCSD 2012, UNIDSR 2016a, 2016b). The initial meta-

framework includes categories of the identified constructs selected based on their relevance 

for city government resilience. Once a holistic framework emerged based on conceptual 

mapping, the functional relationships between the component parts were determined and 

recorded in a functional framework. High-leverage areas were identified and incorporated into 

the proposed diagnostic instrument. Pre- and post-testing of the proposed descriptors of 

factors and items with a purposive sample of respondents from city government executive 

leadership and executive management were conducted. Analysis of the responses to the 

factors and items in the instrument verified their relevance, clarity and applicability in the South 

African context. Content analysis of the responses formed the basis for fine tuning, editing and 

refining the final diagnostic instrument.  

1.6.1 Literature review 

A comprehensive literature review was undertaken to develop a holistic perspective on the 

current knowledge about city government, as well as the context for gauging city government 

resilience both globally and in South Africa. The paradigmatic developments and schools of 

thinking, theoretical principles, theories and models for organisations and for enabling city 

government resilience were also identified. The literature review was used to ground the 

design of a diagnostic instrument in state-of-the-art knowledge about organisations, their 

resilience and specifically city government resilience. Based on the literature study, a holistic 

overview of key systemic dimensions was developed and mapped to the AAR-framework as 

adapted. The literature study was used to frame the various constructs, dimensions, 

components and categories for gauging city government resilience within meta-categories, 

and in the process, uncover their interdependencies and functional relationships.  

1.6.1.1 Identifying constructs and indicators 

Mouton (1996:128) warns that “obtaining valid constructs is probably one of the most difficult 

problems in social research”. The AAR (Marcos and Macauley 2008) meta-framework 

provided a point of departure for identifying useful constructs and eventually meta-categories 

and constructs. These additional constructs were identified and are reflected here together as 
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Capability, Cross-cutting Competencies, Anticipation, Adaptation, Recovery, Sustainable 

Development, Green Growth and Smart Cities.  

From this holistic, functional perspective this researcher selected the high-leverage areas and 

developed positive, aspirational descriptors for each of the selected indicators. Descriptors 

provide an indication of the desired state and the standard for an item. They are offered, 

together, in a diagnostic instrument to enable self-assessment, reflection, a quality strategic 

conversation and leadership engagement.  A similar instrument for conversation quality and 

engagement for competent leadership has been documented and described in a similar 

manner (Van der Merwe, Chermack, Kulikowich and Yang 2007).  A similar approach may be 

used with which to develop a diagnostic instrument to gauge city government resilience. A 

quality conversation may in turn enable a process of double-loop learning based upon 

feedback via the instrument. This combination forms the basis of gauging resilience by means 

of strategic conversations between executive leadership and executive management, while at 

the same time building a platform for action planning and execution.  

Numerical scores from 4 to 1, reflecting a four-point Likert-type scale, are attached to factors 

and items to enable scoring. The Likert scale descriptors consists of “Agree Completely” (4), 

“Agree Somewhat” (3), “Disagree Somewhat” (2) and “Disagree Completely” (1).  

Within capability and cross-cutting competencies categories, assessment may take place by 

individuals and/or among whole teams. Scoring in capability and cross-cutting competencies 

takes place using Likert-type scale descriptors along an ascending gradient of None (0), 

Basic/Emergent (2), Intermediate/Competent (3), and Advanced (4). 

In both cases, a four-point scale was selected to avoid using the default choice that occurs in 

the middle of three- or five-point scales. Agreement with the assertions and corresponding 

numerical scores facilitates self-assessment, reflection and strategic conversation among 

participants. For gauging capability and cross-cutting competencies, the lower the score the 

lower the level of capability or cross-cutting competency and, therefore, the greater the need 

for capacity building.  For all other factors and items, the higher the score the more resilient 

and vice versa. Details of scoring has been provided in Chapter 4 as part of the instructions 

for using the diagnostic. 

Where larger samples are drawn, scores may be aggregated statistically to provide more 

information about the qualities of responses. For example, in cases where the sample size 

falls within the requirements of T-scales, further statistics such as standard deviation 

calculations can be gleaned, and statistical inferences made. Standard deviation calculations 
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may determine the level of agreement among respondents for a particular line item, thus 

providing an indication of the weight that may be attached to it.  

1.6.2 Empirical investigation 

The meta-framework, together with the factors, items and indicators within, then provide the 

basis for diagnosis. This meta-framework, as well as the factors and items, have been tested 

for relevance, clarity and applicability to city government resilience by means of semi-

structured interviews. This has been done with a purposive sample of resilience-related data 

users in a South African city, the South African Cities Network and internationally. Bryman 

(2011:418) describes the goal of a purposive sample as a non-probability form of sampling “to 

sample participants in a strategic way so that those sampled are relevant to the research 

questions.” The purposeful sample in this study consisted of executives from the City of 

Tshwane, an executive in the South African Cities Network (SACN) representing South African 

city users. Internationally the purposive sample was represented in the United Kingdom (UK) 

by a past UK University Vice Chancellor awarded the International Public Servant of the Year 

award in 2009, in the United States of America (USA) by a New York City Government 

Commissioner reporting to the New York City Mayor and in Europe by a Director and Board 

Member of the pan-European consulting firm named the European Public Policy Advisors 

(EPPA). Users of the diagnostic may be executive leaders and executive managers in city 

governments in South Africa. The analysis of the responses derived from administering the 

diagnostic instrument in the purposive sample forms the basis for establishing its 

“trustworthiness” and usefulness (cf. Bryman 2012:390) as a diagnostic.  

1.6.2.1 Sampling 

Mouton (1996:201) reminds us that “the key concept in sampling is representativeness”. In 

the case of purposive sample its representativeness will be related to the research questions. 

He adds that “unless the sample from which we will generalise, truthfully or faithfully, 

represents the population from which it is drawn, we have no reason to believe that the 

population has the same properties as those of the sample.” The primary target population for 

which the instrument is designed consists of the executive leaders and executive managers 

in city government. The purposive sample has been drawn to include executive levels from 

the various orgainsations. In order, to refine the proposed instrument, a purposive sample was 

selected consisting of the Tshwane Metro, the South African Cities Network (SACN) and an 

international sample from the UK, USA and Europe. Engaging these resources enabled data 

triangulation (cf. Bryman 2012:111), thus increasing the trustworthiness of the results.  



Page 20  

The draft instrument was tested for relevance to the decision-maker, clarity of wording and 

applicability to enabling resilience. This was done by means of semi-structured interviews 

using the criteria for trustworthiness as outlined above by Mouton (1996) as part of the 

interview structure. Feedback was obtained from the first round of interviews (i.e. pre-testing) 

and was processed and integrated into the draft instrument.  The instrument was finalised by 

means of post-testing (i.e. a second-round interview and data analysis). It is envisaged that 

the diagnostic instrument may undergo continuous refinement and adaptation in the field as a 

result of its use and the shifting role of cities and dynamics in their context. 

1.7 Significance of the study 

Katz and Bradley (2013) have described the significance of rapid urbanisation and the growing 

importance of cities in the United States of America (USA) and elsewhere. Awareness is 

growing amongst futurists that migration to cities across the globe may be the most important 

dynamic influencing society. Brand (2017a, 2017b) describes urbanisation on a global scale 

as “the dynamic that may define the 21st century”. City government resilience in dealing with 

these important patterns, discontinuities and disruptive dynamics may be significant in 

enhancing the resilience of the nation states they are part of.  

In South Africa, cities may form the backbone of national resilience and sustainable economic 

development policies, as well as policy execution such as supporting the emergence of the 

developmental state. This is occurring in a century during which, according to Katz and 

Bradley (2013:144), a network of so-called sovereign “trading cities” with a potential federation 

of cities is in the ascendant. They posit that this dynamic may begin to rival the influence of 

the nation state in key areas such as adapting to and recovering from climate volatility, cyber-

attack and disruptive technological convergence. 

Executive leadership and executive management in cities may be the primary beneficiaries of 

a clear perspective on enabling city government resilience. This study may also be of 

assistance to the emerging SACN and may provide a basis for comparison and learning 

between members of this network. 

Enabling city government resilience may be associated with city performance, which in turn 

could increase cities’ attractiveness for FDI at city level, which in turn may result in greater 

economic development and job creation. Greater industrial development and job creation 

within cities can be aggregated to improve the terms of trade on a national level. Diagnosis, 

and through this an assessment of the capability, capacity and competence for enabling city 

government resilience, may also lead to an expansion of the pool of competent executive 
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leadership and executive management talent in cities, and therefore enhance the talent pool 

nationally. 

1.8 Ethical considerations 

This study has been subjected to ethical research principles and the North-West University 

(NWU) ethical clearance procedures. The purpose of this ethical process is to protect the 

rights of research participants. This protection consists of a number, of practices such as 

voluntary participation, informed consent and keeping confidential all raw data that is gathered 

from respondents. This researcher will, for example, ensure the anonymity of the participants 

by reflecting only the data analysed, on a statistical basis, with no attribution to individuals. 

This researcher also respects any possible embargoes placed on information if this is 

requested. All agreements with participants have been obtained in writing where possible to 

avoid any disputes following the research, analysis and publication of the research results. 

1.9 Chapter layout  

The first chapter outlines the context of the study. It describes the context in the Republic of 

South Africa (RSA) and the global context which may have an influence on the structure of 

organisations and their resilience strategy. Chapter 1 positions the study locus in RSA 

municipalities and specifically RSA metros. The focus may provide feedback loops via a 

diagnostic process using the instrument. This process may be enabled by a quality strategic 

conversation which could result in a resilience strategy being developed. The problem 

statement identifies that there is an absence of a diagnostic for gauging RSA city government 

resilience. The research questions and the research methodology provide a frame of reference 

for developing such an instrument. 

To operationalise the first research question, the second chapter explores the evolution of 

thinking regarding organisations as open systems. It further includes an analysis of the 

paradigmatic developments, schools of thinking, theoretical principles, theories, and models 

of organisations. This analysis includes organisational design and development which are 

directly interconnected with organisational responsiveness and organisational resilience. It 

also explores the origins and images of organisations, as well as the subsystems within 

organisations. It provides a total systems approach to organisational design and development, 

and identifies high-leverage components of a systems approach, which allows successful 

large-scale restructuring and change to improve organisational resilience. 

Chapter 3 provides a holistic perspective of organisational resilience and sustainable 

economic growth by means of robust analyses of the paradigmatic developments, schools of 
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thinking, theoretical principles, theories and models for organisational resilience. It provides a 

synthesis of the schools of thinking such as risk management, long-term sustainability, 

sustainable development, green growth and smart cities. An analysis of the trends (patterns 

of behaviour) and factors (systemic structure) that will affect city government resilience was 

also conducted, using the AAR meta-framework as a starting point. The most logical, holistic 

framework within which a diagnostic instrument may be designed has been outlined. 

Chapter 4 investigates the trends, patterns of behaviour and systemic structures that influence 

organisational resilience, with specific reference to city government. This includes the 

identification of high-leverage areas within the extended AAR meta-framework, which have 

been included in a diagnostic instrument for enabling resilience in city government. Key 

descriptors and indicators for factors and items within these factors have been formulated and 

reflect leverage areas for the purposes of gauging and scoring these. Capability per se and 

capacity in cross-cutting competencies which enable capability and city government resilience 

were identified as a basis for building resilience. This led to the design of a meta-framework 

containing factors for a process of diagnosing city government resilience, as well as the Items 

within this meta-framework. 

Chapter 5 outlines the pre- and post-testing of the draft meta-framework for the diagnostic 

instrument. It includes the identification of a purposive sample of city government, executive 

leadership and executive management as respondents who completed the draft instrument to 

test and refine the diagnostic. This draft instrument was administered in the City of Tshwane, 

the SACN and internationally in the UK, USA and Europe. 

The final chapter outlines the final diagnostic instrument designed to gauge city government 

resilience. This includes guidelines for scoring and effective use, key high-leverage 

dimensions such as capability, cross-cutting competencies, anticipation, adaptation, recovery, 

sustainable development, green growth and smart cities. 

1.10 Conclusions 

Developing and deploying a resilience strategy can be described as a process of engaging 

the whole organisation (Weisbord 1992) in a quality strategic conversation led by, among 

others, executive leadership and executive management. The perspective of viewing an 

organisation as a complex, open, human activity system is used to identify high leverage areas 

for enabling a city government resilience strategy. A global population beyond the limits of 

what the planet may be capable of supporting, migration to cities, climate volatility, electro-

magnetic-shock (EMS), global terror in the form of both nuclear attacks and cyberattacks, as 
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well as disruptive technology convergence and another viral epidemic, probably reflect 

predetermined, contextual dynamics that seem certain to challenge city government 

resilience. The contextual socio-political-economic context in South Africa, together with the 

rising size and importance of cities, offers an opportunity for enabling sustainable economic 

development as a product of city government resilience strategies and, by raising city 

government resilience, build a foundation for ensuring national and regional resilience.   
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CHAPTER 2 – ORGANISATIONAL DYNAMICS: A SYSTEMS 
PERSPECTIVE 

2.1 Introduction 

In an organisation, an effective resilience strategy may depend for its success upon an 

understanding of the underlying organisational structure and leveraging this understanding of 

structure to enable responsiveness. The term “‘structure” is taken here to refer not only to the 

physical organisational structure (i.e. organogram), but also in the broadest sense to the 

systemic components of structure such as the interactivity with the contextual environment, 

compliance with the rule of law, leadership, goal-setting and review processes, accountability, 

policy, ability to execute strategy and policy, norms, values and culture. These components of 

structure in the broadest sense constitute viewing an organisation as a dynamic, complex 

ecology. Organisational adaptation and responsiveness may ultimately determine the 

effectiveness of a resilience strategy. 

The purpose of this chapter is to explore the evolution of thinking regarding organisations as 

open systems. This includes an analysis of the paradigmatic developments, schools of 

thinking, theoretical principles, theories and models of organisations. This analysis includes 

organisational design and development that are directly interconnected with responsiveness 

and general organisational resilience. It also explores the origins of organisations as well as 

subsystems within organisations. As such, the chapter intends to uncover the fundamental 

tenets and principles of organisational resilience. It will serve as a comprehensive systems 

approach to organisational resilience by pinpointing the influence of underlying structure, 

design and organisational development. It will also reveal the high leverage components of a 

systems approach which allow for large-scale adjustment, restructuring and change to foster 

organisational resilience. 

2.2 Organisations and their contextual environment 

Lawrence and Lorsch (1986:208) argue that individuals operate in a social context that has a 

powerful influence on their behaviour. When this idea is applied to organisations, an analysis 

of its context uncovers external forces and inter-organisational relations that influence 

organisational structure and operations. Lawrence and Lorsch (1986:208) continue by 

reflecting that “significant scholarly attention has been devoted to theories at the intra-

organisational level that focus primarily on the internal structures, processes and dynamics of 

organisations. However, all of these internal elements can be influenced and shaped by forces 

operating outside the organisation” (Lawrence and Lorsch 1986:208). They further assert that  
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“… if there is a general theory under which environmental theories can be placed, it 

is the ‘open systems model.’ In this view organisational systems and structures are 

penetrated by and subject to a wide variety of external influences. The particular way 

in which these external influences shape an organisation is what distinguishes the 

various theories that fall under the rubric of the open the systems model.” (Lawrence 

and Lorsch 1986:209) 

Lawrence and Lorsch (1986:209) continue by suggesting that contingency theory is a relevant 

means to assess environmental dynamics and their potential influence on organisations. As it 

applies to organisations, contingency means that the effectiveness of a specific organisational 

structure or strategy depends upon the presence or absence of other environmental factors. 

According to Lawrence and Lorsch (1986:209), “one especially important dimension of an 

organisation’s environment is the degree of certainty or uncertainty, defined by the levels of 

competition (for resources), changes in service innovation, the predictability of the supply of 

and demand for inputs and outputs”.  Lawrence and Lorsch (1986) posit that the greater the 

uncertainty in the environment the more flexible and informal the internal organisational 

structure and, conversely, the greater the stability and certainty the more rigid and formal the 

internal organisational structure typically becomes. Table 2.1 below reflects these contingency 

relationships. 

Table 2.1: Lawrence and Lorsch's contingency relationships 

Type of organisation Environmental characteristics Internal structure 

Municipality/metro Highly stable and certain Rigid/formal 

Provincial government Highly stable and certain Rigid/formal 

National government Highly stable and certain Rigid/formal 

Organisational sub-units in municipalities/metros 

Service delivery Highly unstable and uncertain Flexible and informal 

Transportation Moderately unstable and uncertain Moderately flexible/informal 

Energy Moderately unstable and uncertain Moderately flexible/informal 

Source: After Lawrence and Lorsch (1986:211) 

Since positing this theory on the influence of the external environment on organisational 

structures in 1986, organisations globally have experienced increasing uncertainty, evidenced 

by factors such as global recession, climate volatility, fundamentalism, technological 

convergence and disruption. Organisations in general need to be more flexible and informal. 

For national government, and city government particularly, there is increasingly the need to 

become more agile and to develop appropriate, more flexible structures. The appreciation of 

the interdependence between an organisation and the dynamics in its environment points to 
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an emerging paradigm shift towards a systemic view as implied by Lawrence and Lorsch’s 

contingency theory.  

2.3 Paradigms and paradigm shifts 

Capra and Luisi (2016:3) point out that - 

“… during the first half of the twentieth century, philosophers and historians of science 

generally believed that progress in science was a smooth process in which scientific 

models and theories were continually refined and replaced by new and more accurate 

versions … this view of continuous progress was radically challenged by the physicist 

and philosopher of science, Thomas Kuhn (1962), when he described the underlying 

‘structure of scientific revolutions’. Kuhn argued that, while continuous progress is 

characteristic of long periods of ‘normal science’ these periods are interrupted by 

periods of ‘revolutionary science’ in which not only a scientific theory but also the 

entire conceptual framework in which it is embedded undergoes rapid change”.  

To describe this underlying framework, Kuhn introduced the concept of “paradigm”, which he 

defined as “a constellation of achievements, concepts, values, techniques, shared within a 

scientific community and used by the community to define legitimate problems and solutions” 

(Kuhn 1962). Changes of paradigms according to Kuhn, occur in discontinuous, revolutionary 

breaks he called paradigm shifts. Perhaps the most important aspect of his definition of a 

scientific paradigm is the fact that it includes not only concepts and techniques but also values.  

A systemic perspective, where one looks at the whole and interconnections, instead of the 

parts in isolation, may constitute a paradigm shift. Systems thinking may still be uncommon 

among executive leadership and executive management in organisations. Meadows 

(1999:162) describes paradigms as “[t]he source of systems, the assumptions that govern our 

behaviour. The mind-set out of which the system – as goals, structure, rules, delays, 

parameters – arises”. To illustrate the power of paradigms, Meadow (1999:163) cites Forrester 

as saying that - 

“… it doesn’t matter how the tax law of a country (or metro) is written. There is a 

shared idea in the minds of the society about what a ‘fair’ distribution of the tax load 

is. Whatever the law says by fair means or foul, by complications, cheating, 

exemptions or deductions, by constant sniping at the rules, external tax payments will 

push right up against the accepted idea of fairness. The shared ideas in the minds of 

society, the great unstated assumptions constitute that society’s paradigms, or 
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deepest set of beliefs about how the world works. These beliefs are unstated because 

it’s unnecessary to state them – everyone already knows them”.  

2.4 Evolution of systems thinking as a worldview 

The ideas of contingency theory and the fact that paradigms are in constant flux can, in the 

context of organisational resilience, probably be best analysed by comprehending and 

applying systems thinking. The purpose of this section is to uncover the paradigmatic 

development of systems thinking as applied to the fields of system dynamics and 

organisational structures and functions. 

2.4.1 General systems theory  

Von Bertalanffy (1968) is generally regarded as the father of general systems theory (GST). 

He described and formally initiated the development of the scientifically rigorous systemic 

perspective situated within a systems worldview. Fuller in Davidson (1983:15) points out that 

“Ludwig von Bertalanffy and other physiological pioneers have yet to be rewarded with the 

finite system clarity attained by Euclid, Newton and others. This in no way diminishes the 

brilliance of von Bertalanffy’s conceptualizing nor the contribution that his general systems 

theory has made to vast fields of scientific enquiry and the scientific organisation of human 

efforts in general”. 

Davidson (1983:21–55) describes Von Bertalanffy’s GST as “a prescription for survival. 

Common sense which once assured humanity the world was flat, now assures us the world is 

the sum of its parts”. Davidson goes on to draw attention to the fact that GST introduced a 

new perspective that is variously described as “holistic, ecological, gestalt, global, molar, 

integrative, organismic, synergistic, synergetical, synholistic and systemic … though this 

fundamental shift in outlook has been advocated by numerous twentieth century thinkers-

including Alfred North Whitehead, Jan Christiaan Smuts and Buckminster Fuller”. Von 

Bertalanffy’s GST is much broader than the systems approach usually associated with 

engineering, corporate management and public administration. GST applies the principle of 

integrated thinking to all areas of human experience. Von Bertalanffy conceptualised a system 

as - 

“… any entity maintained by the mutual interaction of its parts, from the atom to the 

cosmos, and including such mundane examples as telephone, postal and rapid 

transit systems … it can be physical like a television set, biological like a cocker 

spaniel, psychological like a personality, sociological like a labour union, or symbolic 

like a set of laws. A system can also be a categorical combination, like the man-
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machine system that compose a factory. A system can be static like a crystal, 

mechanical like a clock, mechanically self-regulating like a thermostat, and 

organically interactive with the environment like plants, people and populations.” 

(Davidson 1983:26).  

The common denominator of the various definitions of a system is the idea of interaction and 

interdependence. Systems thinking demands what Von Bertalanffy called “a change in basic 

categories of thought” (Davidson 1983:30). Von Bertalanffy believed that the overall fate of 

the world depends upon the adoption by humanity of a new set of values based on GST, which 

he called a Weltanschauung (worldview). In the cultural sphere, Von Bertalanffy commended 

Whorf’s hypothesis that “a person’s worldview is largely determined by the assumptions that 

are implicit in that person’s native language” (Davidson 1983:216). Von Bertalanffy’s 

conceptual model of the living organism as an open system [my emphasis], as an entity 

continuously interacting with its environment, contained revolutionary implications for 

behavioural and social science” (Davidson 1983:23). The implication is that we as humans 

per se and as humans in organisations we are active as well as interactive with our 

environment.  

2.4.2 Towards a system view 

Capra and Luisi (2016), in their systems view of life in general, describe the mechanistic 

worldview as the worldview that precedes the rise of the systems worldview. Capra and Luisi 

(2016:63) regard the evolution from “seeing the part to seeing the whole”, as a result, of 

growing tension between mechanism and holism in the history of western science. In 

twentieth-century science, the holistic perspective became known as “systems thinking”. The 

main characteristics of systems thinking emerged during the 1920s in several disciplines in 

Europe (and in Africa with Smuts’ writing on holism and evolution [Smuts 1925]). It was further 

enriched by Gestalt psychology and the new science of ecology. It probably had the most 

dramatic effect in quantum physics: the behaviour of a living organism as an integrated whole 

cannot be understood from the study of its parts alone. As the systems theorists would put it 

“the whole is more than the sum of the parts”. Systems thinking is about thinking in terms of 

connectedness, relationships, patterns and context. 

Capra and Luisi (2016:65) offer the following clarification of a systems perspective:  

“According to the systems view, the essential properties of an organism, or living 

system, are properties of the whole, which none of the parts have. They arise from 

the interaction and relationships between the parts. These properties are destroyed 

when the system is dissected, either physically or theoretically, into isolated elements 
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… The emergence of systems thinking was a profound revolution in the history of 

western scientific thought … The great shock of twentieth-century science that living 

systems cannot be understood by analysis. The properties of the parts are not 

intrinsic properties but can only be understood within the context of the larger whole. 

Thus, the relationship between the parts and the whole have been reversed. In the 

systems approach, the properties of the parts can only be understood from the 

properties of the whole. Accordingly, systems thinking does not concentrate on basic 

building blocks but rather on basic principles of organisation”.  

They go on to explain that systems thinking is contextual, which is the opposite of analytical 

thinking. Analytical thinking requires considering the details of sub-elements by taking sub-

elements apart, while systems thinking requires placing sub-elements into the context of and 

interconnectedness with the larger whole. In this regard, Ackoff (1994) describes a system as 

a “whole consisting of two or more parts, each of which can affect the performance or 

properties of the whole, none of which can have an independent effect on the whole, and no 

subgroup of which can have an independent effect on the whole”. In brief, then, a system is a 

whole that cannot be divided into independent parts or subgroups of parts. 

2.4.3 Closed and open systems             

A closed system (see Figure 2.1) can be described as processes in a linear relationship i.e. 

INPUT(S) == PROCESS == OUTPUT(S). 

 
Figure 2.1: Closed system 

Source: Centre for Innovative Leadership (CIL 1993) 

A closed system, because of the absence of feedback, is static and does not have the ability 

to respond or adapt to stimuli such as environmental changes.  
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In contrast, an open system consists of INPUT(S) ==PROCESS ==OUTPUT(S) and, in 

addition, able to receive FEEDBACK, which enables the system to respond and adapt to 

stimuli in the form of feedback.  

 
Figure 2.2:  Open system 

Source: CIL (1993) 

Forrester (1961:15) explains: “Systems of information-feedback control as ‘fundamental to all 

life and human endeavour, from the slow pace of biological evolution to the launching of the 

latest space satellite … Everything we do as individuals, as an industry [as a city government] 

or as a society is done in the context of an information-feedback system.”  

2.4.4 Systems dynamics 

The presence of “feedback loops” is what makes a system dynamic and capable of behaving 

in different ways. A feedback loop is the basic building block for describing and modelling 

complex, dynamic, open systems. In the conventions of the systems dynamics (SD) modelling 

terminology, feedback loops reflect the causal relationships between selected variables. The 

quantum of a variable is known as a “stock” (Meadows 2008:26) and the strength between 

two variables is known as the “flow” between variables. Feedback loops together with stocks 

and flows are the basis of Forrester’s (1961, 1969) SD modelling. SD models are logic-rich 

models based on causal loop diagrams. The basis of SD modelling is causal logic between 

variables. The relative rate of change between one variable and another that are linked in a 

causal loop relationship constitutes a differential calculus, that is, a mathematical relationship. 

Stella and iThink software developed by Richmond and others (see Table 2.1 below) simplifies 

the mathematical calculations within a model described by a causal loop diagram of a complex 

dynamic system. By adjusting selected parameters in the model and then iterating the model 

into the future, the modeller can demonstrate the resulting pattern of behaviour over time of 
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specific variables. Forrester was interested in using SD modelling to uncover counter-intuitive 

outcomes and patterns of behaviour over time for specific variables within a complex system. 

Logical causal links and loops differentiate this modelling methodology from most other 

modelling that uses data as their basis. SD Models are particularly useful when developing 

plausible storylines for scenarios beyond a 10, year time horizon where is becomes difficult to 

demonstrate plausibility in the 10 to 25, year time frame in different scenarios. 

SD modelling was first used to model urban dynamics and later expanded to encompass 

industrial dynamics (Forrester 1961, 1969). In 1972, SD emerged on a global scale as a 

suitable instrument for modelling the sustainable use of resources to study global limits to 

growth. Work in this regard was published in the report of the Club of Rome, known as Limits 

to growth (Meadows, Randers and Behrens III 1972). The robustness of Forrester’s SD 

modelling was demonstrated when a 30-year retrospective review of the 1972 Club of Rome 

Report (Meadows, Randers and Meadows 2004), completed in 2002, revealed similar results. 

This review found that all the major parameters in the 1972 model were on track with current 

unfolding data sets, such as population, pollution, agriculture, resource availability and price, 

socio-political and capital. The model has thus been proven to be a highly suitable instrument 

for strategy and policy formulation. Forrester’s inventions and work gathered a cadre of 

protégés and experts at the Massachusetts Institute of Technology (MIT) in the so-called 

Systems Dynamics group, part of the Sloan School of Management at MIT (see Table 2.1 

below). 

Table 2.1: First generation systems dynamics expertise 

Systems dynamics expert Contribution 

John Sterman Business dynamics: Systems thinking and modelling for a 
complex world (2000) 

Peter Senge The fifth discipline (1990) Fifth discipline field book (1994) 
and Dance of change (1999) 

Donella Meadows Limits to growth, Club of Rome Report (1972, 1992, 
2004), Thinking in systems (2008) 

Dennis Meadows Limits to growth (1972) 

Phyllis Fox and Alexander Pugh DYNAMO the early industry standard for SD Modelling 
(1986) 

Barry Richmond Stella and iThink SD (2012) 

John Morecroft Strategic Modelling and Business Dynamics (2015) 

Michael Goodman Study Notes in Systems Dynamics (1983) 

David Kreutzer Executive Education in Systems Thinking and Systems 
Dynamics (1992) 

Ed Roberts First commercially successful Personal Computer (1975) 

Source: Author’s own research  
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The protégés in the above table have applied Forrester’s SD methodology to a wide variety of 

applications in industry and government in the USA. In South Africa, SD has also been applied 

as part of a scenario-based strategic planning process together with capacity building in 

systems thinking and scenario thinking within the state-owned enterprise, Eskom (CIL 2009). 

First-generation SD scholars and practitioners provide context to Forrester’s SD legacy and a 

resource for capacity-building in organisations and city governments. Modelling and tracking 

urban dynamics using SD models may also prove to be a useful method for anticipating 

discontinuities in the contextual environment of city government organisations in South Africa.  

Based on the principles of SD, Meadows (2008:145) conceptualises so-called leverage points 

as “where a small shift in one thing can produce big changes in everything else”. Effective 

organisational structure and development practices may be dependent upon identifying 

leverage points as the basis for organisational interventions and adjustments. Identifying 

leverage points to enable resilience in organisations may be also be useful for gauging the 

effectiveness of resilience strategies. 

It is generally accepted that the level of turbulence and complexity in organisations in general 

and city governments is accelerating. In addition, Schwab (2016a) alerts to 23 deep disruptive 

shifts contained in what he calls the “Fourth Industrial Revolution”. This revolution consists of 

numerous converging technologies, which together may be disruptive, and will probably place 

greater demands on executive leadership and executive management in city governments. 

These disruptive dynamics raise the need to create more resilient organisations. 

Organisations that have been sufficiently responsive in the past will probably not be 

adequately responsive in future conditions and specific parts of organisations may need to be 

adapted to deal effectively with these new resilience challenges. Collectively, these 

organisational subsystem changes will improve resilience in the whole organisation. 

2.5 Organisational subsystems 

The organisational subsystems reflected in Figure 2.3 below generally reflect the scholarly 

work of Fremont and Rosenzweig (1973) on contingency views of organisations and 

management. This perspective provides a useful systemic framework for the analysis of 

organisational subsystems where an organisation is viewed as an open system. The essence 

of organisational subsystems as open systems is the presence of multiple feedback loops. 

These feedback loops enable responsiveness to inputs and feedback from the environment 

and result in dynamic behaviour to accommodate and adapt to the organisational context. 

Equilibrium or homeostasis along a specific growth pathway may also be maintained via these 

sets of feedback loops (see Figure 2.3 below).  
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According to Fremont and Rosenzweig (1973), organisational subsystems consist of a 

managerial subsystem, technological subsystem, strategic subsystem, human cultural 

subsystem and structural subsystem. All, of these subsystems may be seen in the context of 

environmental supra-system. In the context of an environmental supra-system, the whole 

organisation receives inputs in the form of human, financial, technical and material resources. 

These are processed through its organisational subsystems to produce organisational outputs 

in the form of goods and services at a level of efficiency and effectiveness that influences 

future resource availability and systems operation efficiencies. A feedback loop from the 

outputs to the organisation subsystem as well as to the inputs provides the whole organisation 

with its capacity to anticipate, adapt and recover.  

 
 

Figure 2.3: Organisation as an open system – A set of interdependent subsystems 

Source: Adapted from Kast and Rosenzweig (1973).   

This subsystem perspective is congruent with the work of Argyris (1992), who developed 

theories of organisational learning. His single-loop and double-loop learning provides a model 

for reflective learning. Learning may result in what Whybrow (2015) calls “re-tuning” the human 

mind. Whybrow argues that humans need to retune their minds, at scale, to survive. He 

continues by stressing that human thinking requires a paradigm shift – from a paradigm of 

economic growth to one emphasising limited growth, lower consumption and widespread 

recycling of resources. He goes on to argue that unless this takes place at scale the existence 

of the human species may be threatened with extinction.  
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Morgan (1997:44) also points towards a contingency theory for organisations adapting to 

environment and their fit with environments. He makes the following assertions: 

 “Organisations are open systems that need careful management to satisfy and balance 

internal needs and to adapt the environmental circumstances; 

 There is no one best way of organising. The appropriate form depends on the kind of 

tasks or environment with which one is dealing; 

 Management must be concerned, above all else, with achieving alignment and good 

fit. [In terms of fit with current and future environments as well as fit between 

subsystems as defined]; and 

 Different approaches to management of the people in an organisation and it may be 

necessary to perform different tasks within the same organisation” (Morgan 1997:44). 

Morgan (1997:56) proposes a contingency theory for providing organisational health, 

resilience and development by posing the following questions: 

 “How can an organisation systemically achieve a good ‘fit’ with its environment? 

 How can it adapt to changing environmental circumstances? 

 How can it ensure that internal relations are balanced and appropriate?” 

It is generally accepted that these questions have become the basis for the development of 

the corpus of knowledge of Organisational Development (OD) as the professional support field 

for management of change and transformation, and which may also be suitably competent to 

play a role among human resources practitioners in building organisational resilience. 

Examining organisations as biological entities, Morgan (1997:34) focuses on organisations as 

human activity systems. The Tavistock Institute (2017) termed the integration between social 

aspects of organisations and their technical aspects of work “social technical systems”. This 

approach recognises the interdependency between the technical structure and the social 

aspects of organisations. Organisational structures reflect an important component of social-

technical systems and are therefore described below in full, to provide a comprehensive 

context for the evolution of paradigms over time. 

2.6 The evolution of paradigmatic developments in organisational thought 

Over time, insight into the dynamic interaction between an organisation and its environment 

grow has grown and has led to more contemporary praxis regarding organisational design, 

strategies and activities. The evolution of organisational thought can be categorised into 

specific eras. These eras are the archetypical, classical, neoclassical and more contemporary 

time periods. These eras are briefly explored below. 
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2.6.1 Archetypal organisations 

The Concise Oxford Dictionary (COD) (1982) defines archetype as an “original model; 

prototype; typical specimen; primordial mental image inherited by all; recurrent symbol or 

motif”. This definition serves as a rationale for drawing attention to the San Bushmen 

communities as example of the first simple but effective organisation for ensuring resilience. 

The San, who live in the western Kalahari, exist in harsh conditions which constantly test their 

resilience and sustainability as an archetypal village community. The simple but effective 

social (kgotla) structures of the San community provide insights on this sustainability and 

resilience. These insights and learning may be useful for enhancing contemporary 

conceptions of organisational resilience. 

Weisbord (1992) argues that for change to be managed affectively and successfully the whole 

organisational system must be represented and engaged in the change management process. 

Inclusive archetypal structures such as the communal conversation and decision-making in a 

San kgotla may be useful for raising the probability of successful adaptive change and 

sustainable living. The survival of the San provides evidence of management and 

organisational recovery from shocks which have tested their resilience. Lewis-Williams (in 

Dowson 1992:X) describes the images on rocks in Southern Africa as “enabling us to marvel 

at great achievements of the past and so form a more balanced view of western civilisation” 

(Dowson 1992:2) and attributes the lower status of rock images, left by the San 10 200 years 

Before Present (BP) to 3990 years BP to the fact that “the low esteem the Bushmen were held 

in by early missionaries, researchers and explorers resulted in little attention being paid to 

their culture and social organisation” (Dowson 1992:X). He goes on to explain that as our 

understanding of these rock images grew, an understanding of the important part they played 

in the San culture and spiritual life also developed. The study of the San (Xam or “first people”) 

language provides further insights on their belief system, social life, tradition, culture and 

rituals.  

A closer look at San communities that have sustained themselves in these harsh desert 

conditions may offer learning about the archetypal organisational structures that enable their 

resilience. The San culture may be considered an archetypal organisation from which we can 

learn about the structures that enable a resilience strategy. 

Kuper (1970) documented some of the structural and paradigmatic elements of the San social 

structure. The elements have been specifically selected to enable cooperation and resilience 

in challenging desert conditions. At the centre of a San community is the kgotla. Kuper 

describes this structure as “an inclusive, conversation-driven forum where the San community 
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sets goals, allocates accountabilities and monitors progress towards achievement of such 

goals” (Kuper 1970:98). This structure determines their direction as an organised community. 

Kuper (1970:100) describes the proportions of the day-to-day business contained in the kgotla 

structure as “about a fifth of the issues recorded are legal … a third deal with the major public 

utilities, the school, education and the borehole, or … other aspects of domestic 

administration, exercise of authority, and demands of various kinds from citizens” (Kuper 

1970:100). He goes on to say that both domestic and external political issues are also 

managed through the kgotla conversation.  

This early manifestation of an organisational structure that enables the building of alignment 

in the San village setting provides confirmation of what is seen as an early archetypal 

organisational structure. In the context of the San it constitutes the structure through which 

goal-setting and review can take place, which ensures a greater certainty regarding achieving 

the goals agreed by the kgotla participants. In their research, Locke and Latham (1984:15) 

confirmed the value of a structured goal-setting and review process.  

The structural components of the kgotla process described by Kuper (1970), in the context of 

the San, reinforce its aims to be inclusive, conversation-driven, supported by trust and 

developed over time through regular engagement in kgotla conversations. Kgotla members 

prefer sharing responsibilities with relatives or kinship groups to ensure the successful 

execution of kgotla decisions. This preference points towards trust as a part of the successful 

execution of plans. In the case of the San, kgotla engagement with relatives and kinship forms 

the basis of trust and ensures the successful cooperation required to move the community 

forward to achieve the goals set by the kgotla.  

A San village can be regarded as an open system where the presence of feedback in the form 

of the volatile environmental dynamics, such as climatic conditions and the fluctuating 

availability of food, compels the community’s resilience response. This brief description of a 

so-called Palaeolithic organisation, in existence from 10 000 years BP, provides a starting 

point for describing the evolution of modern organisations as open systems.   

By applying the principles of the kgotla to contemporary organisational resilience thinking, Van 

der Merwe (1991) points out that this inclusive, conversation-enabled forum was used as part 

of the successful turnaround of Eskom in the 1980s.  In the Eskom context, the kgotla structure 

was referred to as “The Top Thirty”. All change initiatives were first mooted in this structure 

and only after understanding, support and ownership was established were these change 

initiatives diffused into the organisation via its members. Similarly, the principles of the San 
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kgotla, it was a forum for inclusive goal-setting and reporting on progress, eliminating 

bottlenecks and unintended consequences. 

2.6.2 Classical theories of organisation 

Classical theories of organisation provide a typology which has been take into common usage. 

The titles below use analogies such as machines and other functional descriptors to provide 

a useful typology. 

2.6.2.1 The machine bureaucracy 

Early conceptions of organisation have been labelled “machine-based” bureaucracies, since 

the management structure was characterised by a high degree of formalisation and 

specialisation. In a machine bureaucracy, decisions are made at the top level and 

mechanically carried out at the lower levels. 

Mintzberg (1979:314) describes the basic structure of the machine bureaucracy as “a clear 

configuration of the design parameters including highly specialised, routine tasks, formalised 

procedures, a proliferation of rules and regulations, formalised communication, relatively 

centralised power for decision-making, and an elaborate administrative structure with a sharp 

distinction between line and staff functions". 

2.6.2.2 Divisionalised form of organisation 

Mintzberg (1979:381) points out that the “divisionalised form” of organisations relied on market 

forces for the grouping of units. The dispersal of operating functions based on markets 

minimised the interdependence between divisions, so that each could operate as a quasi-

autonomous entity, free of the need to coordinate with the others. The span of control at the 

apex of the divisionalised form would be rather wide. This often led to a crisis of coordination 

and control between and within divisions. So-called “silo thinking” as the manifestation of 

fragmentation between divisions resulted in managerial “tunnel vision” and the absence of 

systems thinking. The creation of a strategy and leadership engagement forum (CIL 1992) 

may offset this fragmentation and engage representatives of the organisation as a whole in 

anticipation, adaptation and recovery processes in the service of building greater resilience. 

2.6.2.3 The adhocracy  

According to Mintzberg (1979:432), the adhocracy “consists of a highly organic structure with 

little formalisation of behaviour, horizontal job specialisation based on formal training, a 

tendency to group the specialists in functional units, but deploy them in small market-based 

project teams to do their work”. Thus, to innovate means to break away from this established 
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pattern. In contrast, an innovative organisation cannot rely on any form of standardisation. An 

adhocracy must be flexible, self-renewing and organic. 

The paradigmatic evolution of organisational thinking can be discerned from shifts away from 

mechanistic to more organic structures. Mintzberg’s research (1979) shows that the machine 

bureaucracy and the divisionalised form of organisation are inclined to be slow in responding 

to external forces. This is mainly due to their centralised systems and tall hierarchical 

structures. In contrast, resilience is dependent on organisational responsiveness which 

facilitates the ability to recover rapidly from shocks, adapt and then recover and develop 

beyond the pre-shock state. Identifying high leverage areas for gauging resilience for city 

government can, in the Mintzberg typology, best be drawn from organisational paradigms as 

machine bureaucracies and divisionalised structures. These types of organisation most 

closely reflect large parts of current national, provincial and city government organisations. 

Developing robust city government organisations for the future may need greater 

responsiveness to community needs and general external dynamics.  

Morgan’s (1997) typology of organisations builds on Mintzberg’s typology and includes 

organisations as machines, organisations as organisms, organisations as brains that learn 

and self-organise, organisations as cultures, organisations as political systems, organisations 

as psychic prisons, organisations as flux and transformation and organisations as instruments 

of documentation. Brief descriptions of each are reflected below: 

2.6.2.4 Organisations as machines 

Organisations are designed and operated as if they were machines, called bureaucracies. 

Morgan (1997:14) describes these organisations as “machine-like” and guided by “mechanical 

thinking”. Morgan (1997:15) goes on to state that “this instrumentality is evident in the 

practices of the earliest formal organisations such as those that built the great empires, 

churches and armies … If we examine the changes in organisation accompanying the 

industrial revolution, an increasing trend toward the bureaucratisation and routinisation of life 

generally is evident”.  

2.6.2.5 Organisations as organisms 

In this perspective organisations are regarded as “living systems” that exist in a wider 

environment on which they depend for the satisfaction of various needs (Morgan 1997:34). 

Organisations function as open systems and need to constantly adapt to changing conditions 

for their health and further development. 
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2.6.2.6 Organisations as brains that learn and self-organise 

Morgan (1997:74) describes these organisations as consisting of “brains as information 

processing systems conceived as a control system similar to a computer or telephone 

switchboard”. It has, the ability to discern patterns from various sets of data and functions like 

a neural network that translates information into thoughts, ideas and actions.  

2.6.2.7 Organisations as a result, of social culture 

Morgan (1997:118) asserts that an organisation can be regarded as a “cultural phenomenon 

that varies according to a society’s stage of development”. Morgan states that although 

different theorists argue about the reasons for organisational transformation, most agree that 

societal culture plays a major role.  

This perspective on organisations is relevant for building resilient metros in the South African 

context as they are embedded in the broader South African culture. The emerging national 

culture post-1994 may have an impact on the culture within metros and through this an impact 

on city government resilience. Greater disruptions that result from the converging dynamics 

mentioned by Schwab (2016) in the fourth industrial revolution seem to be predetermined and 

may, among other dynamics, result in rapidly changing the nature of work itself. This in turn 

may result in unemployment and increasing inequality resulting from the loss of jobs. Shifting 

needs within society may further influence the design of organisations. Organisations may, for 

example, need to adopt more responsible behaviour towards the homeless and the 

unemployed and become part of social investment in sustainable community development by 

governments. The revolution, which Schwab (2016a) describes as a converging set of 23 

disruptive technology-enabled dynamics, may also require different competencies in city 

government (refer to Chapter 4). 

2.6.2.8 Organisations as political systems 

Organisations as political systems can be positioned on a continuum of how power is 

exercised, for instance between autocracy and democracy. In this regard, Morgan (1997:171) 

states that political power generally acts as leverage points in enabling resilience and state 

responsiveness. Morgan (1997:172) pinpoints the following typical leverage points of power 

that influence organisational design and function: 

 formal authority; 

 control of scarce resources; 

 use of organisational structure, rules and regulations; 

 control of decision processes; 

 control of knowledge and information; 
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 control of boundaries; 

 ability to cope with uncertainty; 

 control of technology; 

 interpersonal alliances, networks, and control of informal organisation; 

 control of counter-organisations, for example trade unions; 

 symbolism and management of meaning; 

 gender and management of gender relations; and 

 structural factors that define the stage of action. 

The sources of power provide organisational executives with a variety of means for enhancing 

their interests and resolving or perpetuating organisational conflict (Morgan 1997:171). 

Bureaucrats in government may, at different times, use these sources of power to achieve 

their goals. 

2.6.2.9 Organisations as psychic prisons 

Morgan (1997:217) states that the communication theorist, Marshall McLuhan, noted that “the 

last thing a fish is likely to discover is the water it is swimming in. The water is so fundamental 

to the fish’s way of life that it is not seen or questioned”. The organisational world has many 

such examples, where its members become trapped in a certain way of thinking and doing.  

In applying this principle to South Africa, it is evident that it resonates in the hegemony of the 

ruling African National Congress (ANC). The long struggle for inclusion, freedom and 

transformation since the founding of the ANC in 1912 has embedded specific assumptions in 

the ANC culture. A deep commitment, often described as a “religion”, has become entrenched 

amongst its cadres. The IRR (2014:29) further refers to complicated challenges facing local 

government. Post-1994 liberation expectations have probably trapped political representatives 

and senior officials in municipalities into thinking that they are entitled to the benefits which 

flow from the struggle. Factionalism in the ruling party may also be indicative of narrow 

interests in the sense that supporters are caught in the “psychic prison” Morgan describes.  

2.6.3 Neoclassical theories of organisation 

As thinking on organisations and the influence of the environment on their structures and 

functioning evolved, new insight emerged. Neoclassical thinking can be regarded as an 

amorphous group of theories and approaches that built on classical thought. Some of the most 

common characteristics of neoclassical thinking are briefly outlined below. 
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2.6.3.1 Organisations as a state of flux  

Morgan (1997:251) describes theoretical physicist David Bohm’s perspective as 

“understanding the universe as a flowing and unbroken whole. He views process, flux, and 

change as fundamental, arguing that the state of the universe at any point in time reflects a 

more basic reality”. Morgan adds that Bohm calls this reality “the implicate (or enfolded) order” 

and distinguishes it from the “explicate (or unfolded) order” in the world. This underlying 

structure provides order to what seems chaotic and unpredictable. Morgan notes that this 

understanding supports the so-called “four logics of change”. The first logic draws on the 

theory of autopoiesis first described by Maturana and Varela (1987), who refer to a system 

capable of reproducing and maintaining itself along different, alternative causal pathways due 

to internal interconnectedness. The second logic draws on chaos and complexity theory, 

explaining how ordered patterns of activity (fractals) can emerge from spontaneous self-

organisation. The third logic draws on related cybernetic ideas suggesting that change is 

enfolded in strains and tensions found in circular relations, while the fourth logic suggests that 

change is a product of tensions (dilemmas) between opposites.  

Bohm’s study of the nature of thought and how dialogue, a conversation where the meaning 

flows through the participants, enables sharing of thoughts thus enabling learning. Dialogue 

points towards conversation quality and engagement and its relationship to “team learning as 

one of five disciplines for building a learning organisation” (Senge et al. 1994:351). Bohm 

describes dialogue where the meaning in a conversation among a team or a group of people 

flows through the participants in the conversation. Bohm engages the words dia (through) and 

logos (meaning), implying a flow of meaning in a conversation. In the context of conversation 

quality and engagement by executive leadership and executive management, dialogue 

represents a high level to which conversation quality may rise. Bohm posits that such 

conversations are transformative to the learning within teams as well as within the members 

of these teams (Senge et al. 1994:356). 

It is thought that dialogue was common in pre-industrial cultures such as the Native American 

Indian tribes and probably also the San in Southern Africa. Dialogue may have taken place in 

the context of their archetypal kgotla structure. Systems thinking, as well as conversation 

quality, seems to be competencies that humans once possessed but through the passage of 

time have been unlearnt. Both Senge et al. (1994) and Van der Heijden (1996) posit that 

systems thinking, strategic conversation quality and engagement seem to be foundational to 

other capabilities that enable learning and through this, organisational resilience.  

Gleick (1988) extends Morgan’s argument of looking to underlying structure as a way of sense-

making. His seminal work on chaos is considered the birth of a new science. Gleick (1988) 
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points to underlying structure within chaotic systems by identifying the occurrence of fractals 

in what appear to be chaotic systems. Gleick (1988:221) describes fractals as “[t]he 

Mandelbrot set as the most complex object in mathematics”. Fractals, first identified and 

described by Mandelbrot, point towards an underlying, repetitive structure which reflects order 

within what appear to be chaotic systems such as clouds, coastlines, flowers, and mountains. 

This raises the question as to whether there are repeating structures and processes [fractals] 

within organisations that may create order from the seeming chaos of organisations in flux and 

transformation. Answers to this question can be regarded as the “fifth logic” of organisational 

change. Identifying such structures may point towards priorities within a resilience diagnostic 

as these structures may identify high leverage areas through which to create order from chaos. 

Based on the literature review, potential organisational fractal structures and processes that 

may ensure order include - 

 goal-setting and review processes; 

 conversation quality and engagement (dialogue); 

 shared vision of the future for the organisation; and 

 agreed purpose for the organisation. 

These processes may together be essential for building alignment, described as the potential 

to act as one for an organisation. 

2.6.3.2 Laloux – paradigmatic evolution and typologies of organisations 

Laloux (2015) provides an evolutionary perspective on organisational paradigmatic typologies 

with which he emphasises and describes plausible future organisational forms. He describes 

an evolution from tribal chiefdoms to static command and control army and machine models 

to family and then towards dynamic self-managed organisations instead of static hierarchical 

pyramid organisations. These self-managing organisations are regarded as “living entities” 

oriented towards realising their potential. The Laloux (2014a:9-12) paradigmatic typology 

consists of “the wolf pack paradigm”, “army paradigm”, “machine paradigm”, “family 

paradigm”, and “living organism paradigm”. Laloux (2015) provides a brief description of the 

paradigms, reflected below, along an evolutionary trajectory of these types of organisation: 

 Wolf pack paradigm. In this type of organisation there is a constant exercise of power 

by a chief to keep foot soldiers in line within a highly reactive, short-term focus.  This 

type of organisation thrives in chaotic environments. Examples of this include some 

political parties, street gangs and cults.  

 Army paradigm. An army organisation is bound together by highly formal rules within 

a hierarchical pyramid. Leadership is exercised through top-down command and 
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control. An assumption is that the future is a repetition of the past. Examples of this 

include the Catholic Church, the military and most government organisations. 

 Machine paradigm. The goal of this type of organisation is to beat competition, achieve 

profit and maximise growth. A key process is management by objectives, command 

and control. Examples of this include multinational companies, investment banks and 

parts of metro governments. 

 Family paradigm. The focus is on culture and empowerment to boost employee 

motivation. Stakeholders replace shareholders.  Examples of this include businesses 

known for idealistic practices. 

 Living organism paradigm. In this type of organisation self-management replaces the 

hierarchical pyramid. Organisations are seen, as living entities, oriented to realising 

their potential and signalling a higher consciousness which guides the leadership and 

founders.  Examples include pioneering organisations and some not-for-profit 

organisations.  

The Laloux paradigmatic typology is useful for placing organisations, including city 

government organisations, on an evolutionary scale and on a continuum with the potential to 

identify “old” paradigms as well as future paradigms.   

Aspects of city government administrations can typically be located, in the “army” as well as 

the “machine” paradigms above, with key processes such as management by objectives. This 

positioning provides a basis for a diagnostic instrument which enables articulating aspirational 

and future-orientated indicators within the proposed diagnostic factors and items. Emerging 

organisational types, as described by Laloux (2015), will also be examined as a platform for 

organisations to be resilient in emergent, disruptive future conditions. 

2.6.3.3 De Geus’s living organisation 

While De Geus’s interest and scholarly contribution focused on the life span and the sustaining 

qualities of the commercial corporation, he found that the principles he identified were equally 

applicable “to other types of institutions such as churches, armies and universities” (De Geus 

1997:3). De Geus (1997:9) identified four factors that characterised the “living organisation”, 

namely: 

 “sensitivity to the environment represents an organisation’s ability to learn and adapt; 

 cohesion and identity are aspects of an organisation’s innate ability to build a 

community and a persona for itself; 
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 tolerance and its corollary decentralisation are both symptoms of an organisation’s 

awareness of ecology: its ability to build constructive relationships with other entities, 

within and outside itself; and 

 conservative financing a critical element: the ability to govern its own growth and 

evolution effectively.” 

The idea that organisations can “learn” was stimulated by De Geus (1988) with his seminal 

publication “Planning as learning”, which was influenced by the original work of Michael 

(1973). De Geus coined the term “learning organisation” which was popularised in his 

Fieldbook series (Senge et al. 1994; Senge, Kleiner, Ross, Roth and Smith 1999). According 

to De Geus, learning organisations “mimic life”. Subsequently, De Geus’s ideas influenced the 

development of the Global Living Asset Management Performance (LAMP) index as an 

instrument for life-mimicking organisations (Bragdon 2016). The component metrics of LAMP 

were strongly influenced by the four factors identified by De Geus (1997). De Geus’s ideas 

serve as the basis of an emergent paradigm among neoclassical theories of organisations. 

2.6.3.4 Organisations that mimic life  

According to Bragdon (2016:4), “in the early 1990s, authors began to advance the idea of 

economies as ecosystems and organisations as living entities within those systems”. Bragdon 

(2016) developed the global Living Asset Management Performance (LAMP) index to identify 

organisations with properties that were similar, to life as he saw it. In 1995, he established a 

so-called “learning lab” to study these organisations and compare their performance to other 

more traditional or conventional organisations. Bragdon’s LAMP index identifies organisations 

as living ecosystems in which their primary assets are also living. He later expanded his index 

to 60 organisations and studied “best of breed” performance among a representative group. 

The LAMP organisations consistently outperformed comparison organisations. Bragdon 

(2016) describes the critical lifelike qualities of the organisations, including the following: 

 “decentralised, self-organising networked structures, whose component parts serve 

the health of the whole (such as the human nerve system and the cognition 

architecture of our brains); 

 regenerative life strategies that increase opportunities for survival, reproduction, and 

improving cultural DNA; 

 frugal instincts that seek to optimize use of resources; 

 openness to feedback that enables adaptive learning; 

 symbiotic behaviours that link individual wellbeing to the health of the larger system in 

which they exist (biosphere, society); and 
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 consciousness of capabilities, interdependences, and limits” (Bragdon 2016:8). 

While Bragdon’s contribution took place within commercial enterprise, the above principles 

and lifelike qualities may also be useful for gauging city government resilience in future 

government organisations. 

2.6.3.5 Senge’s learning organisations   

Learning organisations were initially termed “metanoic organisations” by Kiefer (1986:185). 

The word metanoia was borrowed from biblical language and teachings to signal a 

fundamental shift of mind in relation to perspectives on how organisations functioned. “A 

revolutionary shift of orientation … where people are learning to collectively create the results 

they want, consistent with their individual life’s purposes” (Kiefer 1989:186). He goes on to 

describe a metanoic organisation as “one that has undergone a fundamental shift in orientation 

from individual and collective belief that people must cope with life … are helpless and 

powerless to the conviction that they are empowered to create their future and shape their 

destiny”. 

Organisational responsiveness and resilience, framed as learning, are informed by the work 

of Peter Senge (1994), where the term metanoic organisation, coined by Kiefer (1989), was 

changed to “learning organisations”. These organisations are described as learning systems 

enabled by “five disciplines” or cross-cutting competencies among the executive leadership. 

These so-called disciplines are: 

 “building shared vision;  

 personal [self-] mastery;  

 systems thinking;  

 mental models; and  

 team learning” (Senge et al. 1994: v-vii). 

By describing strategic planning as a learning process, a relationship is identified between an 

organisation capable of learning and its competitive advantage (De Geus 1988). In the context 

of city government, the ability to anticipate, adapt and recover from discontinuities in the 

environment can also be seen, as a learning process. The responsiveness during this process 

may determine the level of resilience of city government. 

2.6.3.6 Requisite organisation 

The “requisite organisation” is described as “a total system based upon a holistic perspective 

of organisations” (Jaques 2013). Jaques’s systemic perspectives are also part of research on 

structures in organisations that are directly connected to organisational responsiveness and 
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resilience. One of his seminal scientific contributions to a total systems approach is what he 

calls “The Requisite Organisation” (Jaques 2013). His finding, which he calls requisite is, 

among others, that there are optimally seven requisite hierarchical levels in any organisation, 

matched with a specific time focus for planning and decision-making (Jaques 2013:104). This 

requisite number of seven levels in a hierarchy may have a direct bearing on the 

responsiveness of an organisation. Where there are more than seven levels, he argues that 

the time delays for the transmission of decisions from the top of the hierarchy to the lower 

levels are longer than they need to be. These time delays inhibit the capability to react quickly 

to anticipate and avoid discontinuities in the external environment. Similarly, he argues that 

when the hierarchy is too shallow, or less than the requisite seven levels, the time focus into 

the future from the top level is not far enough in the future to anticipate and adapt to 

discontinuities in time.  His analysis and research has uncovered a relationship between the 

organisational stratum and the time it takes for a decision in a specific stratum to be shown as 

correct or not.  He refers to this as “the time span of discretion.” Jaques (2013:105) posits “a 

specific time focus, and level of complexity, for decision-making for each stratum, rising to 20–

25 years for the highest, on the seventh stratum”. This principle may be the basis for numerous 

human resources subsystems such as job-evaluation, felt-fair pay systems on a unified pay 

scale, performance management systems and career planning. How these subsystems 

influence organisational resilience is described in Chapter 3. 

2.7 National culture and organisational culture dimensions 

Lawrence and Lorsch’s (1967) contingency theory underlines the important interdependence 

between the national culture as context and organisational culture, specifically the impact that 

the national culture has on human behaviour in organisations. There is a general acceptance 

among scholars such as Drucker and Porter that culture plays an important role in strategy 

execution. The intention to build resilience within an organisation is seen here as a resilience 

strategy. As a result, of the diversity of a population, the level of intercultural competence may 

influence the effectiveness of a resilience strategy. 

Other scholars on culture, such as Trompenaars and Hampden Turner (1998: 212-220), use 

dilemmas and their resolution for describing culture.  Their work has been applied in South 

Africa to describe the diversity of cultures encountered in the country. Trompenaars and 

Hampden-Turner have developed “dilemma mapping” as a rigorous, systemic perspective on 

culture and its formation. The diverse population spectrum in South Africa will probably require 

capacity in intercultural competence, as in the context of this research it becomes important 

for enabling organisational resilience. In addition, Edmondson and Reynolds (2016) in this 

regard state that the importance of intercultural competence cannot be overemphasised and 
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posit that to build a resilient smart city requires future-orientated experts with their own values, 

skills, time frames and business models. This may lead to what Edmondson and Reynolds 

(2016:4) call “a palpable cultural clash”. Building resilient smart cities will require what 

Edmondson and Reynolds refer to as “big teaming”, that is, working across functions and 

divisions within such city organisations. 

Schein (1989:5) defines culture as “the deeper level of basic assumptions and beliefs that are 

shared by members of an organisation, that operate unconsciously, and that define in a basic 

taken for granted fashion an organisation’s view of itself and its environment”. These 

assumptions and beliefs are learnt responses to a group’s problems of survival in its external 

environment and its problems of internal integration. They come to be taken for granted 

because they solve problems repeatedly and reliably. This deeper level of assumptions is to 

be distinguished from artefacts and values that are the “surface levels” of culture. Culture, in 

this sense, is a learnt product of group experience and is, therefore, to be found only where 

there is a definable group with a significant history (Schein 1989:5–6). The levels of culture 

and their interaction are reflected in Table 2.2 below.  

Table 2.2:  Level of culture and their interaction 

Level of culture Interaction 

Surface artefacts and creations 

Technology 

Art 

Visible and audible behaviour patterns  

Visible but often not decipherable 

Values 

Testable in the physical environment 

Testable only by social consensus 

Greater level of awareness 

Basic assumptions 

Relationship to the environment 

Nature of reality, time and space 

Nature of human nature 

Nature of human activity 

Nature of human relationships 

Taken for granted  

Invisible 

Pre-conscious 

Deeper levels 

Myths, folk lore, leadership heroes and villains 

Unconscious 

Source: Schein (1989:13). 

Whether or not a given organisation such as city government has a single culture in addition 

to various subcultures can be answered by finding stable groups within the total organisation. 

There may be several cultures operating within the larger social unit called the organisation, 

for instance a managerial culture, various occupationally-based cultures in functional units, 

group cultures based on geographical proximity and worker cultures based on shared 
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hierarchical experiences. The concept of culture is rooted more in theories of group dynamics 

and group growth than in anthropological theories of how large cultures evolve. The word 

“culture” can be applied to any size of social unit that has had the opportunity to learn and 

stabilise its view of itself and the environment around it, shaping its basic assumptions. At the 

broadest level we have “civilisations” and refer to Western or Eastern cultures. On the next 

level down in terms of population size we have “countries” or nations with sufficient 

commonality that we may speak of an identity such as Chinese, American or Indian culture. 

The next level down may be cities which have sufficient commonality such as Shanghai, 

Singapore, Cape Town or Mumbai. Within countries and cities, we have various “ethnic 

groups” to which we attribute different cultures. Even more specific is culture at the level of 

“occupation, profession or occupational community” (Schein 1989:7, 8). Culture has also been 

defined as “mental programming” (Hofstede 1991:4, 5). Hofstede (1991) adds that “every 

person carries with them patterns of thinking, feelings and potential action, which were learned 

throughout their lifetime”. He defines culture as “mental software” and adds that “culture is the 

collective programming of the mind which distinguishes the members of one group or category 

of people from another” (Hofstede 1991:6). 

Figure 2.4 below provides a model for culture which posits that culture consists of basic 

assumptions which are implicit. 

 
Figure 2.4: A model of culture 

Source: Trompenaars and Hampden-Turner (1998:212). 
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Trompenaars and Hampden-Turner (1998:6) define culture “as the way in which a group of 

people solves problems and reconciles dilemmas”. Dilemma mapping, as described, provides 

a scholarly rigorous and practical framework for dealing with culture. Their cultural analysis of 

South Africa (Table 3.1) also provides further local relevance and value for their work 

(Trompenaars and Hampden-Turner 1998:212–220).  

The key question when observing explicit artefacts and products of culture is to enquire: How 

does what we observe of specific behaviour make sense to the people in that culture?  Shared 

norms and values, as well as implicit basic assumptions, can exert a powerful influence on the 

behaviour of people in a specific culture.  

Khoza (2012:185) extends the definition of culture in the context of what he refers to as “oral 

governance agreements [social contracts] and he asks how leadership can better use these 

invisible agreements to protect the commons.” The “commons” he refers to has to do with the 

ownership of crops cultivated by small farmers and the respect for those crops by township 

squatters living next to these farmlands. Culture in the form of a social contract between 

squatters and subsistence farmers enables their cooperation and respect or the “oral 

governance” Khoza describes. These tacit agreements are strictly adhered to by stakeholders 

and participants as a social contract. Investing in developing these kinds of agreements in the 

city government/community interface can also be useful for building the responsiveness that 

could enhance city government resilience. 

2.7.1 Seven dimensions of culture  

Trompenaars and Hampden-Turner (1998: 8) go on to posit that “it is convenient to sort the 

problems solved by a group into three headings; namely, those that are from dealings with 

other people, those that come from [attitudes to] the passage of time and those which relate 

to [attitudes to] the environment”. 

2.7.1.1 The dilemmas that groups of people face 

Trompenaars and Hampden-Turner (1998:8–10) provide a frame of reference and scholarly 

rigour by expressing their seven cultural dimensions as dilemmas as follows:  

 “Universalism versus particularism: Universalism describes what is good and right and 

always applies between people and particularism describes a particular or specific way 

in which we relate to others. 

 Individualism versus communitarianism: Do people regard themselves primarily as 

individuals or primarily as part of a group? 
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 Neutral versus emotional: Should the nature of interactions be objective and detached 

or is expressing emotions acceptable. 

 Specific versus diffuse: The relationship is specific to a contract, psychological or legal, 

versus the whole person emerges and is engaged in the relationship. 

 Achievement versus ascription: You are judged on what is accomplished and 

achievements on record. Ascription means the status is attributed to you by birth, 

kinship, gender, age, connections and education. 

 Attitudes to time: The past may be more important than the present or the future. On 

the other hand, the present or the future may be most important. They may be 

interlocking or separate from each other. Time may be seen, as a line that passes one 

and cannot be recovered or time is drawn from one pool and more is available. Time 

may also be considered synchronic or sequential. 

 Attitudes to the environment: Externally directed cultures see their environment as 

more powerful while internally directed cultures see themselves as able to shape their 

environment.” 

In the context of the so-called “rainbow nation” and the need to work effectively across the 

diverse cultures in South Africa, these dimensions or dilemmas may provide a valid portal to 

more effective communication and tolerance for different cultures. This may enhance 

empathy, trust and responsiveness and through this enhance organisational resilience. Two 

examples of reconciling dimensions of dilemmas in South Africa, namely, individualism versus 

communitarianism and internal control versus external control follow below. Reconciliation of 

dilemmas demonstrates how their resolution takes place by embracing one dimension through 

the other dimension (see Figures 2.5 and 2.6 below). 
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Figure 2.5: Reconciling individualism and communitarianism 

Source: Trompenaars and Hampden-Turner (1998:58). 

 
Figure 2.6: Reconciling internal control and external control 

Source: Trompenaars and Hampden-Turner (1998:153). 

2.7.1.2 Dilemma mapping in a South African sample 

Trompenaars and Hampden-Turner’s (1989:212-220) profile for South Africa is based on a 

sample of 230 participants from an urban setting in Gauteng. The map of the South African 

population using the Trompenaars/Hampden-Turner dilemma mapping approach was 

structured by the respondents’ language of origin. The results of the survey (Table 2.3) confirm 
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that South Africa may be seen, as a “microcosm of the world” (Trompenaars and Hampden-

Turner 1989:213). This competence may be useful in enabling teamwork and responsiveness, 

which may in turn enhance organisational resilience. 

Table 2.3:  Dilemma mapping in the RSA and intercultural competence 

Language 
group 

Universalism 
–   
particularism 

Individualism 
– community 

Neutrality – 
affectivity 

Specificity – 
diffuseness 

Achievement 
– ascription 

Inner-outer 
directedness 

Afrikaans 89 58 70 70 61 72 

English 92 72 57 72 65 67 

isiXhosa 38 73 36 84 58 61 

isiZulu 78 51 65 75 58 60 

North 
Sesotho 

71 68 53 51 41 60 

Setswana 40 52 61 78 63 65 

South 
Sesotho 

70 42 54 70 58 48 

Xitsonga 71 22 45 58 55 49 

Source: Trompenaars and Hampden-Turner (1998:213). 

South Africa is described by Trompenaars and Hampden-Turner (1989:213) as “one of the 

most pluralistic societies in the world”.  The authors explored the transition to democracy in 

the post-1994 South Africa, pointing out that - 

“… happily, things have changed in South Africa and a man (Nelson Mandela) has 

been brought to power who has the creativity, courage and grandeur to reconcile 

cultural opposites. He is an extraordinary example of African humility. Whether his 

example and vision will be enough to heal decades of injustice remains to be seen. 

Some people rise above oppressions, most do not.  South Africa’s future remains in 

the balance”.  

The process of transition from the apartheid system to constitutional democracy, post-1994, 

can be seen in and of itself as an exercise in national resilience. Accordingly, this national 

transition may offer learning in terms of resilience in general. Based on the demography of a 

specific metro, these data may be useful in analysing culture(s) and provide a platform for 

intercultural competence which may enable teamwork within metro divisions/departments and 

across city-wide teaming processes within metros. Developing intercultural competence 

across the South African language groups encountered in organisations may enhance 

responsiveness and thereby increase organisational resilience. 

The responsiveness or resilience of a metro may be facilitated or hindered by the culture of 

that organisation, engaging the challenge to enable resilience. Developing a resilient culture, 
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for instance, may be dependent on the shared experience of the executive leadership and 

executive management and employees in general that is essential to leading the resilience 

strategy. Cultural competence and specifically inter-cultural competence may be important in 

the context of the diversity that can be found in South African municipalities and metros. 

2.8 Synopsis of core organisational dimensions applicable to organisational 

resilience in the context of city government   

The purpose of this section is to pinpoint the core organisational dimensions extracted from 

the literature survey in this chapter. These [theoretical] dimensions are significant in placing 

organisational dimensions in the context of city government resilience in general and to 

consider these dimensions for the purposes of designing a diagnostic instrument specifically 

for resilience. This synopsis of core organisational dimensions serves as the first leg of data 

triangulation for the purposes of this study. 

Lawrence and Lorsch’s (1967) contingency theory indicates the existence of an interactive 

relationship between the internal organisational structure and the level of uncertainty in the 

external environment. The greater the extent of uncertainties in the external environment, the 

less formal the internal structure of an organisation becomes and vice versa. 

Smuts (1925) offers a holistic perspective on organisations and Von Bertalanffy’s (1968) GST 

represents a paradigm shift from looking at parts to looking at whole systems, across all 

sciences including organisational development, organisational responsiveness and 

organisational resilience. As stated earlier, systems may be seen either as being closed 

systems, without feedback loops, or as open systems, with feedback loops. The presence of 

feedback loops enables dynamic, adaptive, resilient behaviour. Feedback loops, control 

theory and causal relationships between key variables in a system enabled Forrester to 

develop SD as a modelling technology. SD was first used by Forrester to study urban 

dynamics. Urban administrations are regarded as interconnected complex systems (Forrester 

1969). 

Defining leverage points (Meadows 1999) provides a guide to the high leverage places to 

intervene in a system in order the shift the entire system. This may also be useful for enabling 

resilience within city government as a system. In organisational systems, subsystems play an 

important part in providing structure to the overall organisational structure.  

Emphasising the human characteristics of organisations, the San provide learning about 

resilience through their archetypal organisation. Archetypal organisational structure provides 

examples of how the San, or the so-called “first humans”, ensured their resilience in harsh 
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climatic conditions and offers practical ways to achieve inclusive adaptive behaviour 

emphasising goal-setting and peer-review processes within a forum which demonstrates the 

ability to execute plans as agreed among the kgotla members.  

Classical theories include Mintzberg (1979) and Morgan (1998:44), who provide insights into 

hierarchical bureaucratic structures suitable for predictable stable environments. They both 

pinpoint rigid so-called machine models and bureaucracies as a commonly encountered 

organisational structure. Typically, national, provincial and city governments can be located 

within this because of the relative certainty of elected representatives flowing from a 

democratic constitutional system of governance in a modern government. However, in a time 

of factional division and the emergence of competition for political interests we may also 

experience a decline in the importance of constitutional covenants. This may lead to an 

organisation, in this case the ANC tripartite alliance, being perceived as a psychic prison, 

preventing the arrest of a declining electoral support base in the face of the most recent local 

government electoral shift.  

Neoclassical theories from Morgan and others provide insight along an evolutionary trajectory 

where organisations are described in people-centric terms as organisms, brains, culture 

creating and political systems, as well as psychic prisons. Included under neoclassical theories 

are “organisations that learn”. Morgan offers a contingency theory for organisations adapting 

to their environment, which pinpoints the fit between the organisation and its environment as 

well as the fit between the internal subsystems. He views organisations as human activity 

systems, at the centre of which are the people that populate them.  

Neoclassical theories include Laloux’s typology of organisations from the wolf pack paradigm 

through army, machine and family paradigms to a living organism paradigm at the endpoint of 

an evolutionary track. Laloux (2015) provides an evolution-based typology which clarifies the 

re-emergence of a previous stage of evolutionary development, demonstrated by the constant 

use of power by a so-called chief to keep foot soldiers in line within a short-term reactionary 

focus, as well as an army-like organisation through top-down command structures. 

Self-organisation in the form of disciplines of the so-called learning organisations popularised 

by Senge et al. (1994, 1999) pinpoints the process of learning as the central adaptive property 

and basis for competitiveness of the so-called learning organisation. Jaques’s (2013) so-called 

requisite organisation provides a total systems perspective which posits a 20 to 25-year 

planning time horizon for decision-makers at the seventh (highest) stratum. He also posits 

decision complexity as the rationale for determining the relative value and level of jobs within 

his seven strata.  
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Bragdon’s LAMP index singles out so-called “living organisations that mimic life” and 

demonstrates their relatively high-performance levels in terms of LAMP properties. Bragdon 

(2016:4) and his perspective on organisations as ecosystems identified the so-called LAMP 

index which describes critical lifelike qualities in organisations as the basis for exceptional 

performance compared to “best of breed” organisations. Bragdon’s organisation that mimics 

life posits a higher consciousness leadership as the differentiator among the neoclassical 

theories.  

Morgan (1997:251) provides insight into organisations as flux and transformation in terms of 

four logics of change. He points towards Bohm’s study of the nature of thought and 

conversation. He defines quality conversation as so-called dialogue and explores the 

transformative impact of dialogue on the thinking of participants. Mandelbrot describes fractals 

as underlying repetitive structures that provide order within chaotic systems. The Mandelbrot 

and Bohm insights enable the identification of candidate fractals within organisations in flux, 

which are seen, as chaotic systems. Fractals may be goal-setting and review processes, 

conversation quality and engagement, as well as building shared vision and organisational 

purpose. 

The attributes of people-centric processes and organisations may determine how to leverage 

human responsiveness and therefore organisational resilience. Enablers of learning among 

individuals and organisations, such as double-loop learning to shift assumptions in the minds 

of decision-makers (Argyris 1992), are identified together with theories of motivation from 

Maslow (1954) and Herzberg (1987).  

Culture is defined, described and positioned as playing a significant role in organisational 

dynamics. The resolution of dilemmas is marked by Trompenaars and Hampden-Turner 

(1998) as the foundation of culture formation. Dilemmas are framed as a systems-based tool 

for resolving choices which seem irreconcilable using binary logic. Many decisions faced by 

executive leadership and executive management present in the form of dilemmas. Dilemma 

mapping, as described by Trompenaars and Hampden-Turner (1998), provides a practical, 

process perspective on how culture may be formed and how to effectively resolve dilemmas 

in general. The seven-dimension culture descriptions (Trompenaars and Hampden-Turner, 

1998:213) entail the various cultures encountered among South Africans. In addition, 

organisations may have within them different sub-cultures. These descriptions may provide a 

basis for developing intercultural competence in South Africa. This competence may enable 

working across cultural diversity and through this support greater resilience. Organisational 

culture may support or hinder responsiveness in organisations and, accordingly, support or 
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hinder resilience. Whybrow (2015) argues that global survival depends on re-tuning the human 

mind at scale to a more sustainable, resilient way of living in order to survive as a species.  

2.9 Conclusion 

The purpose of this chapter was to uncover the theoretical foundations of organisational 

structure, design and dynamics. It was intended to operationalise the first research objective, 

namely, to analyse the paradigmatic development, schools of thinking, theoretical principles, 

theories, and models of design and development of organisations that are directly 

interconnected with organisation responsiveness and resilience. This analysis included the 

fundamentals of organisational design and development that are directly interconnected with 

responsiveness and general organisational resilience. It also explored the origins of 

organisations as well as subsystems within organisations. 

It was established that the process of developing a resilience strategy in a complex, chaotic 

human activity system such as a city government organisation may require adopting a holistic, 

multidisciplinary, systemic perspective. This may in turn require uncovering interdependencies 

between key variables, as well identifying leverage points within the whole. Leverage points 

can pinpoint optimum places to intervene to raise responsiveness within a whole organisation 

and through this improve its resilience. Quality conversation about the current reality for 

specific leverage points may constitute in and of themselves feedback loops, which enable 

double-loop learning and the adjustment of assumptions and accordingly lead to greater 

resilience in an organisation.  

The next chapter will explore models, principles and schools of thinking for organisational 

resilience. 
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CHAPTER 3 – ORGANISATIONAL RESILIENCE: MODELS, 
PRINCIPLES AND SCHOOLS OF THINKING 

3.1 Introduction 

The previous chapter analysed the paradigmatic development, schools of thinking, theoretical 

principles, theories and models of organisations that may be significant for organisational 

resilience. The chapter thus laid a theoretical foundation for the broader context of 

organisational structure, design and functioning within a dynamic environment. The aim of this 

chapter is to focus in more detail on the underpinnings of organisational resilience.  

Organisational resilience thinking is generally accommodated within an emerging field of 

resilience models and schools of thinking which span individual, community, organisational, 

national and international or global resilience. Organisational resilience as a concept is often 

used without explicit explanation of what is meant. It is often vague in its interpretation and 

hard to define. Nevertheless “resilience may be defined as the quality or fact of being able to 

recover quickly or easily from, or resist being affected by, misfortune, shock, illness, 

robustness, adaptability” (Braes and Brooks 2010:16). Braes and Brooks (2010:17) go on to 

point out “that resilience will be an imperative for the 21st century as the occurrence of 

unforeseen, low probability high impact events increases”. It may be timely to assess and 

examine the emergent paradigms, conceptual models, theoretical principles and schools of 

thinking. These aspects, once clarified and understood, may be placed into a practical 

framework for gauging organisational resilience in the city government context.  

3.2 Organisational resilience – contextual and conceptual clarification 

Traditionally, resilience has been viewed as those qualities that enable an individual, a 

community, a region, an organisation and a city to cope with, adapt to and recover from a 

disaster event. “Organisational resilience remains theoretical and methods for achieving 

improved resilience at both operational and strategic levels still challenge both academics and 

practitioners” (Braes and Brooks 2010:16). Braes and Brooks point out that what may be 

deduced from the resilience literature is that the emerging field is dominated by specialists in 

sub-domains. Resilience has become a widely used term resulting in catch-all terminology 

which attempts to encapsulate a complex multidimensional and multifunctional concept under 

a single banner. “Resilience capacity within organisations is embodied in the organisational 

routines and processes by which an organisation continually prepares itself, to act decisively 

and move forward, and establishes a culture of diversity and adjustable integration that 



Page 58  

empowers it to overcome the potentially incapacitating consequences of a disruptive shock” 

(Breas and Brooks 2010:17).  

3.2.1 Contextual frame of reference 

Masten (1999) argues that the first generation of resilience research has ended, and the 

second generation is beginning, witnessed by the criticisms of the construct of resilience and 

increasing demands for theory and process-oriented research. Scholarly perspectives on 

resilience include clinical perspectives focusing on individual resilience, community resilience, 

resilience in social ecological systems, sustainable rural livelihoods, economic resilience of 

regions, disaster risk management, organisational resilience and planned cities. 

Defining the concept of resilience from a range of disciplinary perspectives may clarify a 

definition in order, to provide context and inform research policy and practice within this focus 

on city resilience. Resilience is defined, inter alia, in discipline-specific dictionaries as the rate 

at which a system regains structure and function following a stress or perturbation (Oxford 

Dictionary of Environment and Conservation 2007), the personal quality of a person exposed 

to high risk factors that often lead to delinquent behaviour, but they do not do so (Oxford 

Dictionary of Law Enforcement 2007) and a measure of a body’s resistance to deformation, 

(Oxford Dictionary of Sports Science and Medicine 2007). 

In the context of the individual, Windle (2017:1) defines resilience as “the process of effectively 

negotiating, adapting to, or managing significant sources of stress or trauma”, pointing out that 

“assets and resources within the individual, their life and environment facilitate this capacity 

for adaptation and ‘bouncing back’ in the face of adversity”. Windle (2010:1) also points out 

that “there seems to be an increase in the research on individual resilience over the last two 

decades due to a move away from a deficit model of illness and psychopathology towards 

understanding healthy development despite risk and on strengths rather than on 

weaknesses”.  

As resilience research has developed, the focus of study has moved away from factors that 

may be associated with resilience towards understanding the mechanisms that underpin “a 

dynamic process encompassing positive adaptation within significant adversity” (Windle 

2010:5). This emerging emphasis on process may be useful for identifying mechanisms which 

offer high leverage areas for gauging resilience and also for positioning best practice for using 

a diagnostic within a process for diagnosis and intervention to build resilience.  
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3.2.2 Conceptual models 

An organisation may be conceptualised as a community with a common purpose or a human 

activity system. Community resilience may emerge from four primary sets of adaptive 

capacities, namely, “economic development, social capital, information and communication 

and community competence that together provide a strategy for disaster readiness” (Norris et 

al. 2008:127). From the perspective of resilience as an interdependent set of adaptive nodal 

capacities, community resilience may emerge from a set of networked adaptive capacities. 

The four nodes within this networked perspective of community resilience may be 

interdependent with dynamics in the community for enabling responsiveness and, accordingly, 

the resilience of a whole community.  

Specific network nodes and interdependencies may be: 

 “Economic Development interdependent with; fairness of risk and vulnerability to 

hazards, level of diversity of economic resources and equity of resource distribution;  

 Information and Communication interdependent with; narratives, responsible media, 

skills and infrastructure, and trusted sources of information; 

 Community Competence interdependent with; community action, critical reflection and 

problem solving, flexibility and creativity, collective efficacy and sense of 

empowerment, political partnerships; 

 Social Capital interdependent with; received(enacted) social support, perceived 

(expected) social support, social embeddedness (informal ties), organisational 

linkages and cooperation, citizen participation leadership and roles (formal ties), sense 

of community and attachment to place” (Norris et al. 2008:136).  

Norris et al. (2008) point out that there is a primary interdependency between the four nodes, 

as well as the interdependencies between nodes and subordinate dynamics, which together 

form a resilience ecology and provide a strategic framework for disaster readiness in a 

community. 

Since Holling’s (1973) seminal paper on resilience as the stability of ecological systems, the 

conceptualisation of resilience has developed into a perspective that comprises considering 

the attributes that govern a system’s dynamics. Three related attributes of social-ecological 

systems (SES) determine their future trajectories, namely, resilience, adaptability and 

transformability. Resilience is defined within the SES context as “the capacity of a system to 

absorb disturbances and reorganise while undergoing change in order, to still retain essentially 

the same function, structure, identity and feedback. The implications of this interpretation of 

SES dynamics for sustainability science include changing the focus from seeking optimal 
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states to resilience analysis, adaptive resource management and adaptive governance. 

Shocks, uncertainty and local and global changes may be inherent in the dynamics of SES. In 

a remote rural Solomon community, the SES resilience analysis may be described as: 

 “people and livelihoods influenced by specific dynamics: human capability, assets and 

income poverty, diversification and income dependence, living conditions and 

competition; 

 institutions and governance influenced by specific dynamics: collective action abilities, 

organisational and institutional capacities, governance performance and rights, access 

to markets and financial services, legal framework fisheries and development policies; 

 natural systems influenced by specific dynamics: fishing practices, stock status and 

trends, biodiversity and aquatic ecosystem conditions;  

 external drivers influenced by specific dynamics: conflicts with other sectors and users, 

land use and population pressures, infrastructure development, macro-economic 

uncertainty and climate change and environmental uncertainty” (Schwartz et al. 

2011:1130).  

Regional definitions of resilience may be applied to explain the long-term development of 

urban and regional economies by adopting an evolutionary perspective. From its Latin root, 

resilire, meaning to leap back or to rebound, the idea of resilience refers to the ability of an 

entity or system to recover form and position elastically following a disturbance or disruption 

of some kind. Regional resilience may be defined “as the ability of a region to anticipate, 

prepare for, respond to, and recover from a disturbance” (Foster 2007:14). A contradiction 

between the evolution of a region and its level of resilience may be that the more resilient the 

region the less that region may evolve economically. So-called “ecological resilience” (Holling 

1973) focuses on whether disturbances and shocks cause a system to enter another regime 

of behaviour. This enables linking resilience to the idea of adaptability and is thus much richer 

in an evolutionary sense.  

“At least four conceptual frameworks for constructing an evolutionary account of 

regional economic resilience can be distinguished: generalised Darwinism which 

emphasises variety, novelty and selection; path dependence theory which focuses 

on historical continuity, lock in and new path creation; complexity theory which 

highlights self-organisation, bifurcations and adaptive growth and panarchy which 

explicitly links resilience and adaptive cycles” (Simmie and Martin 2009:5).  

 



Page 61  

Furthermore: 

“A distinction can be made between reactive and proactive resilience of society. A 

society relying on reactive resilience approaches the future by strengthening the 

status quo, whereas one that develops proactive resilience accepts the inevitability 

of change and tries to create a system that is capable, of adapting to new conditions 

… a third type of resilience is characterised by openness and adaptation … its key 

feature is a readiness to adopt new basic operating assumptions and institutional 

structures” (Klein, Nicholls and Thomalla 2004:10).   

Whilst resilience may be seen, as a desirable property of natural or social systems, the term 

has been used in different ways. The definition of resilience is best used to define specific 

systems attributes from the point of view of reactive resilience, namely: 

 “the amount of disturbance a system can absorb and still remain within the same state 

or domain of attraction; 

 the degree to which the system is capable of self-organisation” (Klein et al. 2004:16). 

Gibson and Tarrant (2010) present numerous conceptual models to clarify organisational 

resilience in terms of the range of interdependent factors that need to be considered in the 

management of resilience and to build a “resilience strategy” (Gibson and Tarrant 2010:11).  

These conceptual models illustrate that effective resilience management may be built upon a 

range of different strategies that enhances both the so-called “hard” and “soft” organisational 

capabilities. Gibson and Tarrant (2010:7) point out that - 

“… over the last decade, volatility in our natural, economic and social systems 

appears to be increasing at rates faster than many organisations can cope with. While 

such fast moving events (and patterns) overwhelm many organisations, a proportion 

demonstrate an ability to either manage or bounce back from the adverse effects of 

system volatility. They go on to describe the so-called principles model of resilience 

derived from common themes which have emerged from comparisons of resilience 

in different disciplines”.  

Six key principles may provide a simple guiding foundation for conceptualising organisational 

resilience. They are: 

 “resilience is an outcome … it is a trait that can be observed following and in response 

to a substantial change in circumstances; 
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 resilience is not a static trait … resilience is dynamic, it will increase or decrease as 

the context changes; 

 resilience is not a single trait … resilience arises from a complex interplay of many 

factors; 

 resilience is multidimensional … there is currently no single model that describes 

resilience … the better models each describe aspects of resilience from 

complementary viewpoints; 

 resilience exists over a range of conditions … as an organisation focuses on and 

invests in resilience it should see an increasing maturity over time in its resilience 

capabilities from the low end reactive to a high end adaptive level of maturity;   

 resilience is founded upon good risk management … developing resilience may be 

founded upon the sound assessment, treatment, monitoring and communicating about 

risk” (Gibson and Tarrant 2010:7). 

Gibson and Tarrant (2010:10) conclude with an integrated model – the so-called resilience 

triangle model (see Figure 3.1 below) – of which capability forms an integral part. Note that, 

in the resilience triangle model, the loss of capabilities, represented on any one side of the 

triangle, may result in the collapse of resilience and the integrity of the whole model.  Gibson 

and Tarrant (2010) furthermore point out that “the resilience triangle model also emphasises 

the fluid nature of each of the three areas of capability. This fluidity arises from organisational 

processes that continually review, assess and adapt capabilities on each side of the triangle 

to ensure that they are: 

 “fit for purpose – their design parameters meet the job that needs to be done – requires 

monitoring of capability and volatility; 

 retain sufficient capacity to ensure that required organisational objectives will be 

achieved – this often requires that the design of the capability has some level of 

redundancy; 

 have tenacity in that the capabilities continue to perform even in the face of severe 

disruptive consequence – requires that the design of these capabilities is either 

resistant or stress tolerant; 

 exhibit flexibility to go beyond original design parameters in response to changing 

circumstances” (Gibson and Tarrant 2010:10). 



Page 63  

 
Figure 3.1: The resilience triangle model 

Source: Gibson and Tarrant (2010:10)  

Gibson and Tarrant in Figure 3.1 above pinpoint the critical role of three areas of capability 

namely Leadership, people and knowledge capabilities, Resources and Infrastructure 

capabilities and Process capabilities. They posit that “[a]ny loss of effectiveness of these 

capabilities collectively or singly will potentially degrade resilience” (Gibson and Tarrant 

2010:10). 

Gibson and Tarrant (2010:11) describe “resilience strategies [my emphasis] consisting of four 

types of strategies namely; resistance, reliability, redundancy and flexibility” (see Figure 3.2 

below). 

“Each of the four types of strategies would be expected to influence the performance of 

organisational capability [and affect resilience] in a different manner [see Figure 3.2 below]. In 

the absence of any resilience strategies, organisational capability and performance [red dotted 

line, Figure 3.2] would be expected to show a sudden and catastrophic collapse soon after a 

disruptive event commenced [red arrow, Figure 3.2]. However, the presence of one or more 

resilience strategies would be expected to moderate this deterioration in capability and 

performance [blue line, Figure 3.2] depending upon the nature of the strategies in relation to 

the nature of the event” (Gibson and Tarrant 2010:11). 
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For example, generally we would expect to see the following: 

“Resistance strategies [own emphasis] are aimed at improving robustness and 

hardening the organisation to withstand the immediate affects that volatility may 

impose. There is usually no agility or adaptation with such approaches, resistance 

tries to match the organisation’s strength against the event’s power. Examples of 

resistance strategies include: land use planning and construction standards in 

bushfire or flood prone areas; use of firewalls against cyber-attacks. Also, many 

organisational emergency response strategies can be regarded as resistance 

strategies” (Gibson and Tarrant 2010:11). 

 

Figure 3.2: Resilience strategies model 

Source: Gibson and Tarrant (2010:11). 

“Reliability strategies aim to ensure that key functions, resources, information and 

infrastructure continue to be available, accessible and fit for purpose following an event. 

Outputs of reliability strategies would include arrangements such as business continuity plans, 

multiple supplier contracts, multimode systems … Redundancy strategies provide for one or 

more alternatives to day to day operational approaches. Such strategies are usually designed 

to manage foreseeable volatility and can be fragile in circumstances where their design 

parameters are exceeded. Flexibility strategies enable the organisation to adapt to extreme 

circumstances and sudden shocks that often exceed the design parameters for the other 
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strategies. Examples of such strategies include: training and exercising for extreme events, 

practising decision-making in a vacuum, creating an environment for emergent leadership to 

flourish in, enhancing cultural aspects such as trust, loyalty and unified purpose” (Gibson and 

Tarrant, 2010:11). 

Responses by leadership may determine the resilience pathway as a shock affects an 

organisation. Leadership may consequently face choices which shape unfolding responses 

and determine levels of resilience. 

3.2.3 Leadership response perspectives 

Denyer (2017:9) points out that “thought leadership” on organisational resilience has 

developed over the last 40 years in several different fields. Denyer (2017:10) identifies five 

distinct phases with five contrasting perspectives: 

 “preventative control: organisational resilience is achieved by means of risk 

management, physical barriers, redundancy (spare capacity), systems back-ups and 

standardised procedures, which protect the organisation from threats and allow it to 

bounce back from disruptions to restore a stable state; 

 mindful action: organisational resilience is produced by people, who notice and react 

to threats and respond effectively to unfamiliar or challenging situations. It soon 

became recognised that organisational resilience was not only about learning to 

bounce back but also about the ability to bounce forward, to grow and prosper; 

 performance optimisation: organisational resilience is formed by continually improving, 

refining and extending existing competencies, enhancing ways of working and 

exploiting current technologies to serve present customers and markets; and 

 adaptive innovation: organisational resiliencies created through creating inventing and 

exploring unknown markets and new technologies. 

The scholarly discourse on organisational resilience has been generally split between 

behaviours that are defensive (stopping bad things happening) and those that are progressive 

(making good things happen), behaviours that are consistent and those that are flexible. These 

four viewpoints form an integral part of a framework which is termed the “Organisational 

Resilience Tension Quadrant” (Denyer 2017:9). This Organisational Resilience Tension 

Quadrant is illustrated in Figure 3.3 below. 
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Figure 3.3: Organisational resilience tension quadrant 

Source: Denyer (2017:10). 

Denyer (2017:10) advocates that “senior managers and executive leadership must hold and 

manage effectively the tensions (dilemmas) between the four approaches if organisations are 

to be truly resilient – this requires “paradoxical thinking” (Denyer 2017:10). Paradoxical 

thinking may be juxtaposed with binary thinking where a choice is made between two opposite 

ends of a continuum. The dilemmas he describes are defensive versus progressive. These he 

posits are the drivers of resilience, consistency and flexibility and may achieve resilience. 

Holding these tensions may create conflicts and inconsistencies that motivate a search for 

new possibilities and may inspire emergence, learning, discovery and creativity. “The term 

‘ambidextrous’ suggests organisations that are able to shift structures to initiate and, in turn 

execute innovation” (Denyer 2017:15). The so-called organisational resilience tension 

quadrant posited by Denyer may be elaborated (see Figure 3.4) to illustrate the core dilemmas 

leadership face and how they may be resolved when dealing with shocks. The central 

dilemmas Denyer posits may be between control and action, innovation and optimisation – 

action through enabling self-control.  Further interwoven dilemmas and their resolution may 

also exist, namely: 

 performance optimisation and adaptive innovation, which may be resolved through 

optimisation innovation; 

 adaptive innovation and mindful action may be resolved through innovation action; 

 preventative control and mindful action may be resolved through action control; and 



Page 67  

 preventative action and performance optimisation may be resolved through 

optimisation control. 

The paradoxical thinking posited by Denyer represents a flexible leadership and management 

capable of shifting to various options as shocks to resilience unfold. 

 

Figure 3.4: Managing the organisational resilience tensions 

Source: Denyer (2017:15). 

Denyer (2017:15) defines organisational resilience as “the ability of an organization to 

anticipate, prepare for, respond and adapt to incremental change and sudden disruptions in 

order to survive and prosper”. He adds that “it reaches beyond risk management towards a 

more holistic view of organisational health and success”. A resilient organisation is one that 

not merely survives over the long term, but also flourishes. Organisational resilience can thus 

be regarded as a strategic imperative for an organisation to prosper in today’s dynamic, 

interconnected world. It is not a once-off exercise but is achieved over time and for the long 

term. According to Denyer (2017:15), mastering organisational resilience requires the 

adoption of excellent habits and best practice to deliver organisational improvement by 

building competence and capability across all aspects of an organisation. This allows 

leadership to take measured risks with confidence, making the most of opportunities that 

present themselves.  
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Denyer (2017:15) summarises his core elements of organisational resilience as follows: 

 “it is the ability of an organisation to anticipate, prepare for, respond and adapt to 

incremental change and sudden disruptions in order, to survive and prosper; 

 it requires a holistic approach and an appropriate balance between preventative 

control, mindful action, performance optimisation and adaptive innovation; 

 it requires paradoxical thinking to move beyond an ‘either/or’ towards ‘both/and’ 

outcomes; and 

 it requires effective leadership and a shift in mindset” (Denyer 2017:9). 

Denyer (2017:25) concludes that - 

“… paradoxically executive leadership and executive managers need to manage and 

master the tension between the strong supportive leadership that people want to see 

during times of change, and the more demanding collaborative leadership that will 

sustain the organisation. In leadership, as in organisational resilience, an increasingly 

volatile, uncertain, complex and ambiguous world calls for an appropriate balance 

between defence and progression, consistency and flexibility”.  

3.2.4 Feedback loops and resilience 

According to Meadows (2008:76), resilience arises from a “rich structure of many feedback 

loops that can work in different ways to restore a system even after a large perturbation. 

Resilience is provided by several such loops, operating through different mechanisms, at 

different time scales, and with in-built redundancy; one kicking in if another one fails”. 

Meadows argues that feedback loops are essential for complex restorative and self-organising 

structures. Short-term oscillations, periodic outbreaks, or long cycles of succession, climax 

and collapse may be the normal condition that resilience structures aim to stabilise. However, 

as far as longer-term changing paradigms are concerned, Meadows (2008:163) warns that 

this perspective requires “a new way of seeing”.  

Organisational leadership needs to comprehend the role of a process of enabling double-loop 

organisational learning processes supported by quality strategic conversation and 

engagement which facilitates double-loop learning. 

3.2.5 Resilience indicators  

In 2011, the Universities of Canterbury and Auckland in New Zealand launched the Resilient 

Organisations Research Programme, a cooperative research programme to investigate 

organisational resilience. This came mainly as a result, of the Christchurch earthquakes at 
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that time which resulted in 185 fatalities. The research posed the following question: “What is 

it that makes some organisations able to not only survive, but also to thrive in the face of 

adversity?” (Universities of Canterbury/Auckland 2012). The result of this research was a set 

of resilience indicators, which is reflected in Figure 3.5 below. 

 
Figure 3.5:  Resilience indicators 

Source: Universities of Canterbury/Auckland (2012:3) 

The Universities of Canterbury/Auckland (2012:4) identified 13 indicators that may be used to 

assess the resilience of an organisation. These indicators are described below and situated 

within three resilience clusters namely, “Leadership and Culture, Networks and Change 

Ready”. These clusters and their associated indicators add significant value in gauging or 

measuring the level of organisational resilience. As such they are essential for building a 

diagnostic instrument for organisational resilience [with specific reference to city government]. 

3.2.5.1 Leadership and Culture cluster 

Under the Leadership and Culture cluster, the following indicators were identified: 

 “Leadership: Strong crisis leadership to provide good management and decision 

making during times of crisis, as well as continuous evaluation of strategies and work 

programs against organisational goals; 

 Staff Engagement: The engagement and involvement of staff who understand the link 

between their own work, the organisation's resilience, and its long-term success. Staff 

are empowered and use their skills to solve problems; 
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 Situation Awareness: Staff are encouraged to be vigilant about the organisation, its 

performance and potential problems. Staff are rewarded for sharing good and bad 

news about the organisation including early warning signals and these are quickly 

reported to organisational leaders; 

 Decision Making: Staff have the appropriate authority to make decisions related to their 

work and authority is clearly delegated to enable a crisis response. Highly skilled staff 

are involved, or able to make, decisions where their specific knowledge adds 

significant value, or where their involvement will aid implementation; and 

 Innovation and Creativity: Staff are encouraged and rewarded for using their 

knowledge in novel ways to solve new and existing problems, and for utilising 

innovative and creative approaches to developing solutions.” (Universities of 

Canterbury/Auckland 2012;5). 

3.2.5.2 Networks cluster 

The Universities of Canterbury/Auckland (2016:6) pinpointed the following indicators under 

Network cluster: 

 “Effective Partnerships: An understanding of the relationships and resources the 

organisation might need to access from other organisations during a crisis, and 

planning and management to ensure this access; 

 Leveraging Knowledge: Critical information is stored in numerous formats and 

locations and staff have access to expert opinions when needed. Roles are shared, 

and staff are trained so that someone will always be able to fill key roles; 

 Breaking Silos: Minimisation of divisive social, cultural and behavioural barriers, which 

are most often manifested as communication barriers creating disjointed, disconnected 

and detrimental ways of working; 

 Internal Resources: The management and mobilisation of the organisation's resources 

to ensure its ability to operate during business as usual, as well as being able to provide 

the extra capacity required during a crisis.” 

3.2.5.3 Change Ready cluster 

The following indicators are attached to the Change Ready cluster: 

 “Unity of purpose: Awareness of what the organisation's priorities would be following a 

crisis, clearly defined at the organisation level, as well as an understanding of the 

organisation's minimum operating requirements; 
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 Proactive posture: A strategic and behavioural readiness to respond to early warning 

signals of change in the organisation's internal and external environment before they 

escalate into crisis; 

 Planning strategies: The development and evaluation of plans and strategies to 

manage vulnerabilities in relation to the business environment and its stakeholders; 

 Stress Testing Plans: The participation of staff in simulations or scenarios designed to 

practice response arrangements and validate plans” (Universities of 

Canterbury/Auckland 2012:6). 

This research (Universities of Canterbury/Auckland 2012:8) documented the following 

findings:  

“Each organisation may be struck by a combination of events or circumstances that 

has the potential to bring that organisation to its knees. It is not just about getting 

through crises; a truly resilient organisation has two other important capabilities namely 

the foresight and situation awareness to prevent potential crises emerging, and an 

ability to turn crises into a source of strategic opportunity. Resilience is a strategic 

capability. Organisations sit within a larger system. While our research focuses on the 

resilience of organisations (businesses, government agencies, and institutions), an 

organisation sits within an ecological-like system and resilience is required at all levels 

of this system” (Universities of Canterbury/Auckland 2012:8). 

A systemic, holistic perspective used for deriving the resilience indicators, as illustrated in 

Figure 3.5 above, sets a standard by which other organisations may gauge their own situation. 

The cluster and indicators derived from the New Zealand study form a comprehensive, 

interdependent perspective for organisational resilience.  

The purpose of the proposed diagnostic for organisational resilience, as the main outcome of 

this study, is to identify the most important feedback loops that ensure organisational resilience 

in South Africa. In the proposed diagnostic instrument, the feedback loops, clusters and 

associated indicators are aimed at provoking a productive conversation and developing a 

resilience strategy. A central premise is that learning is optimised when this process takes 

place within strategic organisational conversations that enable double-loop learning. 

Conversation quality and engagement (Van der Merwe et al. 2007) enable double-loop 

learning and, typically, the shifting of assumptions within the minds of executive leadership 

and executive managers that engage with the diagnostic. 



Page 72  

3.3 Resilience strategies:  schools of thought  

As stated earlier, since 2011, scholarly work on resilience has been stimulated by the events 

commonly referred to as “9/11”. Schools of thought regarding broad-scale resilience have thus 

not yet fully matured and can be regarded as emergent. It is, however, important to extract 

foundational parameters and theoretical principles from the field of strategic management in 

terms of which resilience strategies can be located and subsumed to serve as a starting point 

for a robust exposition of resilience strategies. 

The well-established field of strategic management has similarities to the emergent field of 

resilience strategy. Theorist and practitioner in scenario-based strategy, Van der Heijden 

(1996), made a significant contribution by outlining the paradigmatic developments and 

theoretical principles which are relevant for resilience strategy. Van der Heijden (1996:23–25) 

posits that there are at least three schools of thought that have arisen to interpret the way 

executive managers and executive leadership think. These can be labelled as rationalist, 

evolutionary and processual. Owing to the significance of these and other schools of thought 

for organisational resilience and the design of a diagnostic instrument, each school of thought 

is briefly outlined below. 

3.3.1 Rationalist school 

In describing the various schools of thought in strategy-making, Van der Heijden (1996:23–

25) asserts that the rationalist school “codifies thought and action separately”. The underlying 

assumption of this school is that there is “one best solution”, and the task of the resilience 

strategist (e.g. organisational executive leadership and executive management) is to search 

for this solution or to get as close to it as possible. Van der Heijden (1996:23–25) lists the 

assumptions underlying the rationalist school as  

 “predictability, no interference from outside; 

 clear intentions; 

 implementation follows formulation; 

 full understanding throughout the organisation; 

 reasonable people will do reasonable things”. 

Elements of the rationalist school can also be found in risk assessment approaches to 

resilience as codified in the King lV Rules of Good Governance (King IV Report 2016). 

Through a process of analysis, the risk profile of an organisation is determined, from which a 

risk management strategy may be formulated. 
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3.3.2 Evolutionary school  

The evolutionary school generally regards an organisation as an “organism” (Morgan 1998:35) 

that gradually evolves. The evolutionary school came about as a result, of the realisation 

among researchers and scientists that decision-making is not simply a rational process (Van 

der Heijden 1996:133).  For example, Charles Lindblom (1959) cited in Van der Heijden 

(1996:133) studied managers in organisations in the 1950s and observed that they were not 

“goal-seeking” but “ills-avoiding”. In other words, decision-makers are not merely searching 

for a rational solution to a problem but are also trying to avoid “pain, harm or constraint” (Van 

der Heijden 1996:135).  

Mintzberg (1994:24–27) coined the term “emergent strategy”, which describes the 

evolutionary nature of strategy formulation. Mintzberg (1994:23) goes on to describe strategy 

as “a plan … a direction, a guide or course of action into the future, a path to get from here to 

there”. Furthermore, a strategy can be regarded as a consistent pattern observable over time. 

Mintzberg (1994) thus argues that organisations develop plans, for the future, mainly the result 

of a pattern of decisions taken in the past. An emergent strategy thus gradually evolves from 

previous organisational strategies. In this regard, Mintzberg (1994:23–25) differentiates 

between “intended” strategy and “realised” strategies. Intended strategies that are fully 

realised are labelled “deliberate” strategies. Those that are not realised, according to 

Mintzberg (1994:24), are referred to as “unrealised” strategies. An “emergent” strategy is 

regarded as a realised pattern of strategic decisions that are not expressly intended but 

realised (Mintzberg 1994:23–25). 

3.3.3 Processual school  

The processual school continues to regard organisations as “living organisms”, as described 

by Morgan (1997). Processual scholars concur with the ideas of the evolutionists that 

organisational situations are generally too complex to analyse in their entirety. Solutions to 

resilience challenges therefore emerge as a result, of continuous learning (Van der Heijden 

1996:36). Organisational adjustment resulting from continuous learning forms the basis of the 

processual school. An effective resilience strategy requires feedback that elicits and provokes 

a conversation about specific high leverage areas that may foster organisational resilience.   

3.3.4 Social justice, evolutionary school 

In addition to the three schools of thought identified by Van der Heijden (1996), Laloux 

(2014:43) posits an evolutionary paradigm along a “social justice trajectory”. This social justice 

school of thought is premised on foundational questions concerning the “inner rightness” of 

decisions. It is evolutionary since some scholars such as Bragdon (2016) argue that there is 
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an “evolution of consciousness” shifting from an outward focus to internal yardsticks of 

decision-making. Bragdon (2016:198) extends the arguments put forward by Laloux and 

describes a so-called “emerging corporate renaissance” that informs both organisational and 

individual decisions. Bragdon (2016) argues that this “renaissance” is mainly the result of a 

shift away from collaborative behaviour and living in harmony with the natural world to 

individual actions. As humankind accumulated more knowledge and technology grew, 

individuals began to think of themselves as separate from and above nature. However, 

Bragdon (2016:199) continues to underline the fact that environmental challenges increasingly 

reverse this renaissance. Issues such as rapid population growth, limited natural resources 

and life-altering climate change have led to a “rebirth of interest in returning to older ways of 

living in harmony with each other and with nature” (Bragdon 2016:199). Organisations need 

to learn and adapt to these realities to become more resilient. 

In the context of South African organisations, it may be argued that rapid urbanisation trends 

have removed people of African origin from a rural way of life which in general is in harmony 

with nature. This constrains the ability of people to adjust to urban life. Furthermore, elements 

of the social justice, evolutionary school of thought are also evident in the philosophy of Ubuntu 

(Khoza 2012). Ubuntu philosophies were introduced into government during the Mbeki 

presidency with structures such as Cabinet kgotlas for decision-making.  

3.3.5 Self-organising system school 

A fifth school of thought regarding organisational resilience strategies is the so-called “self-

organising systems” school (Senge et al. 1994). This school generally extends beyond the 

need to learn into the realm of self-organisation as a paradigm for strategic planning and 

execution. Organisations that learn and self-organise have been popularised by Senge of MIT 

in his work on “learning organisations”. As stated earlier, Senge identified five “disciplines” 

which enable learning and adjustments in organisations. Organisational learning is posited by 

Senge as the foundational or ultimate basis for competitive advantage. In his work Planning 

to learn, learning to plan Michael (1973) was the first scholar to pinpoint the importance of an 

organisational learning process in the context of organisational strategic planning. This insight 

was later elaborated by De Geus (1988). De Geus’s perspective is that the process of strategic 

planning is a learning endeavour.  

Morgan (1997) summarises and provides further scholarly support for the centrality of learning 

for enabling resilience. His assertions generally support the AAR (Anticipation, Adaptation and 

Recovery) framework as described above. Morgan (1997:90) states that learning 

organisations should develop capabilities and capacities to do the following: 
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 “scan and anticipate change in the wider environment to detect significant variations; 

 develop an ability to question, challenge and change operating norms and 

assumptions; and 

 allow for an emergent strategic direction and platform for organisations to adapt”. 

Morgan (1997:90) underscores the notion that these capacities and capabilities will enable 

organisations to become “skilled in the art of double-loop learning, to avoid getting trapped in 

single-loop learning processes, especially those created by traditional management control 

systems and the defensive routines of organisational members”. In the same vein, Meadows 

(2008:79) states that organisations require the ability to adjust their structures and design 

based on changing conditions. Just like living systems, organisations should have “self-

organisation” properties. Meadows (2008:80) continues by adding that new discoveries 

suggest that “just a few simple organising principles can lead to wildly diverse self-organising 

structures”. Generally, organisational hierarchies give systems stability and resilience. 

Accordingly, a comprehensive set of feedback loops creates homeostasis in a system, 

providing the feedback it needs to spring back into the position it occupied prior to the 

perturbation or shock.  

A diagnostic instrument for organisational resilience should contain multiple feedback loops. 

When followed by planned action in high-leverage intervention areas, it will probably result in 

the restoration of a prior position and structure. Eliciting this strategic resilience response is 

the focus of this research. 

3.3.6 Antifragile school 

The sixth and final school of thought regarding organisational resilience strategies is defined 

by Taleb (2012:17) as “antifragile”. Anti-fragility goes beyond resilience and robustness. A 

resilient organisation tends to resist shocks and to generally remain the same, while an 

antifragile organisation improves its structures and functioning as a result, of environmental 

shocks. It may be thus a property in terms of which the organisation or system “gains from 

disorder” (Taleb 2012:17). This property is the foundation for everything that has changed with 

time, such as evolution, culture, ideas, revolutions, political systems, technological innovation, 

cultural and economic success, corporate survival, and the rise of cities. Antifragile properties 

exist when disorder enables an improvement in the organisation concerned. Taleb (2012:18) 

thus raises the possibility that antifragile organisations are not harmed by the adverse events 

and structural disruptions that create disorder but are rather strengthened by them.  

The advent of technology convergence which is part of the so-called “fourth industrial 

revolution” (Schwab 2015a) may demonstrate Taleb’s theory of anti-fragility. The emergence 
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of sustainable development, green growth and smart cities may be the result of an antifragile 

response to converging disruptive technologies, such as big data, the internet of things (IoT), 

the disruption of transportation and the disruption of energy. Initially these perturbations may 

be disruptive. However, these disruptors may enable adaptation and recovery as well as 

enabling the process of sustainable development, green growth and smart cities (Taleb 

2012:20). 

3.4 Cybernetics and double-loop learning for organisational resilience 

Morgan (1997:83) utilises the principles of cybernetics to analyse information exchange in 

organisations. The term “cybernetics” originated from the Greek word kubernetes, which 

means “steersmanship” and provides useful perspectives on the way information flows in 

organisations. Such information exchanges guide organisational self-regulating behaviours 

that foster the maintenance of “steady states” (i.e. resilience) (Morgan 1997:83). Morgan 

asserts that “cybernetics lead to theories of communication and organisational learning”. 

These theories stress at least the following four key principles for organisations as systems:  

 “systems must have the capacity to sense, monitor, and scan significant aspects of 

their environment; 

 systems must be able to relate information to the operating norms that guide system 

behaviour; 

 systems must be able to detect significant deviation from these norms; and 

 systems must be able to initiate corrective action where discrepancies are detected” 

(Morgan 1997:83). 

In addition to these key principles, Morgan (1997:83) adds that organisations need to allow an 

appropriate strategic direction and pattern of organisation to emerge. This strategic direction 

should guide the evolutionary redesign of organisations and allow them to “become skilled in 

the art of double-loop learning to avoid getting trapped in single-loop learning processes, 

especially those created by traditional management control systems and the defensive 

routines of organisational members” (Morgan 1997:83). 

These four principles, together with the ideas of emergent strategy and double-loop learning, 

generally reinforce the value of a systemic, cybernetic approach to analysing organisational 

resilience. They also further support the validity of the appropriateness of the AAR framework 

for gauging organisational resilience.  

Both the processual and self-organising schools of thought highlighted above suggest that the 

process of organisational learning in general and double-loop learning specifically play a 



Page 77  

significant role in enabling resilience. In this context, Argyris (1992:73) describes 

organisational learning for improved resilience simply as “detecting error”. By this Argyris 

means detecting any deviations from organisational strategic intent, standards or plans. The 

Kolb experiential learning cycle (see Figure 3.6 below) describes how such deviation detection 

may take place and how decisions may be embedded in a learning process. Double-loop 

learning (see Figures 3.7 and 3.8 below) describes how assumptions in the minds of decision-

makers may be influenced and adjusted to facilitate greater resilience.  

3.4.1 Experiential learning theory 

Building on earlier work by John Dewey and Kurt Levin, American educational theorist David 

A. Kolb posits that “learning is the process whereby knowledge is created through the 

transformation of experience” (Kolb and Kolb 1984:38). At both a team and an individual 

executive leadership level, experiential learning provides an important method for building 

capability through capacity building. The theory of learning can be applied in a formal 

classroom setting as well as during on-the-job-learning (experiential). This theory of learning 

also guides, for example, continuous organisational improvement processes by empowering 

supervisors and teams to manage the quality and overall performance of organisational 

systems and processes, including the performance of employees. Leadership development is 

also guided by experiential learning in the sense that leaders may gain certain competencies 

in organisational performance review processes. The Kolb theory presents a cyclical model of 

learning, consisting of four stages, numbered from 1 to 4 in Figure 3.6 below. 

 

Figure 3.6: The Kolb cycle of experiential learning  

Source: Kolb and Kolb (2008:42-68). 
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The Kolb cycle of experiential learning may be entered at any stage but must then follow each 

subsequent stage in sequence. The four stages, according to Kolb (2008:42–68) are - 

1) Concrete Experience (or ‘Do’): This stage represents the process where 

learners actively engage in learning by means of actual experiences including 

practical activity sessions or fieldwork. 

2) Reflective Observation (or ‘Observe’): The second stage entails learners’ 

reflections on their experiences gained in stage 1. 

3) Abstract Conceptualization (or ‘Think’): The third stage represents learners’ 

attempts to design a theoretical model of what they observed. 

4) Active Experimentation (or ‘Plan’): The fourth and final stage is where the 

learners are planning to apply the theoretical model to a new experience.  

In addition to these four stages, Kolb (1984:40) identified “four learning styles” which may be 

deployed during each stage. These learning styles highlight conditions under which specific 

learners may learn more efficiently. These styles are - 

 “assimilators, who may learn better when presented with sound logical theories to 

consider; 

 convergers, who may learn better when provided with practical applications of 

concepts and theories; 

 accommodators, who may learn better when provided with hands-on experiences; and 

 divergers, who may learn better when allowed to observe and collect a wide range of 

information” (Kolb 1984:40). 

These learning styles are useful for enabling capacity-building processes by matching the 

design of learning processes with dominant learning styles of organisational members.  

As stated earlier, developing an organisational resilience strategy can be regarded as a 

learning process. It is thus crucial to optimise the learning process itself. This includes best 

practice learning processes when using the diagnostic instrument as a feedback loop and a 

platform for reflection and adjusting assumptions among executive leadership and executive 

managers. It also includes mitigating and avoiding what may be called “learning disabilities” 

(Sterman 2000:16).  
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3.4.2 Single-loop learning and double-loop learning 

Figures 3.7 and 3.8 below differentiate between and merge single-loop and double-loop 

learning. As stated above, it is essential to optimise organisational learning as an instrument 

to facilitate organisational resilience. 

 
Figure 3.7: Single-loop learning 

Source: Sterman (2000:16) after Argyris (1982). 

Argyris (1992) describes single-loop learning as rational decisions based on information 

feedback obtained from real-world situations. When there is congruence between existing 

assumptions of decision-makers and incoming information, new realities and facts are 

assimilated as learning. 

 
Figure 3.8: Single-loop learning and double-loop learning 

Source: After Sterman (2000:16) after Argyris (1992). 
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Argyris (1992) describes double-loop learning as a mode of learning which accommodates 

influences on “loosely-held assumptions”. In other words, decision-makers allow incoming 

feedback to influence their existing assumptions. This open mindset enables the shifting of 

assumptions. In the context of organisational strategies, Wack (1985) applies the principles of 

double-loop learning as “influencing the microcosm in the minds of decision-makers about the 

macrocosm, the future contextual world around an organisation”.  

In figure 3.9 below, Sterman (2000:16) illustrates how a feedback loop (A) reflects single-loop 

learning, including commonly encountered learning disabilities such as “selective perception, 

missing feedback, time delays bias, distortion, error and ambiguity”. This may result in 

“implementation failure, game playing and narrow interests, inconsistency in terms of 

performance goals”. In feedback loop (B), Sterman (2000:16) illustrates the interactivity 

between “Information Feedback” and “Mental Models (Assumptions)”. This interactivity 

indicates learning disabilities which in turn influence “Strategy, Structure and Decision Rules”. 

This in turn feeds into “Decisions”. 

 

 

Figure 3.9: Double-loop learning: learning disabilities and enhancements 

Source: Sterman (2000:16).  

Sterman identifies typical disabilities that limit the efficiency of learning in single-loop (A) and 

double-loop (B) learning. These learning disabilities may be mitigated or exacerbated by the 

“capacity for leadership and quality conversation and engagement” (see Figures 3.7 and 3.8 

above). 
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As far as the enhancement of conversation quality and engagement is concerned, Van der 

Merwe et al. (2007) have developed a measure consisting of a checklist for “gauging 

conversation quality and engagement for competent leadership”. They argue that a low level 

of conversation quality and engagement by leadership poses a capacity limit on double-loop 

learning and vice versa.  

In the context of organisational strategic planning, Van der Heijden (1996:41) argues that 

Argyris’s learning-loop model illustrates -  

“… the inter-woveness of thinking and action. If action is based in planning based on 

on a mental model [assumption], then institutional action must be based on a shared 

mental model. Only through a process of conversation can elements of observation 

and thought be structured and embedded in the accepted and shared organisational 

theories in use”.  

It follows from Van der Heijden’s argument that strategic conversation is essential for sharing 

organisational mental models. These models are also known as “team learning” and 

“alignment” (Senge et al. 1999). Conversely, a limited capacity for conversation quality and 

engagement among organisational decision-makers may limit the level of learning, which 

Sterman identifies as a “learning disability” (Figure 3.9 above), thus underlining the gravity and 

consequences of this limiting ability. Furthermore, Van der Merwe et al. (2007) posit that the 

attributes of strategic conversation, which enable among other things double-loop learning, 

can be gauged and propose what they call a “new measure”. They go on to argue that both 

single-loop and double-loop learning may be included in an instrument to gauge the quality of 

strategic conversation and organisational engagement for competent leadership. Their 

measure for the quality of strategic conversation and engagement includes reflection on 

conversation at transactional levels (i.e. Level I) and meta-levels (i.e. Level II). At a meta-level, 

item indicators are utilised to assess conversation processes.  

Organisational disabilities and strategic conversations, as instrument to facilitate double-loop 

learning, represent high-leverage areas for enabling an organisational resilience strategy. As 

such, they serve as critical variables in the design of a diagnostic instrument for organisational 

resilience.  

Morgan (1997:93) identifies other areas in organisations where challenging operating norms 

and assumptions support continuous improvement and innovation. Such continuous 

improvement and innovation may be achieved by engaging double-loop learning. Morgan 

draws attention especially to the process of Total Quality Management (TQM) also known as 
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Kaizen, which transformed Japanese industry in the industrial development era (post-1945). 

Double-loop learning is embedded in TQM, which enables structured innovation through 

worker engagement mechanisms such as Quality Control Circles (QCCs).  Morgan (1997:93) 

points out that “double loop learning as a way to challenge assumptions, is established at 

strategy level”. The result of this is a substantial improvement in productivity and quality 

through structured innovation, and a lower cost of production.  

3.4.3 Quality improvement as continuous learning and structured innovation 

Morgan (1997:94) integrates double-loop learning with TQM and pinpoints so-called “powers” 

associated with it to foster continuous organisational improvement. These powers are mainly 

vested in the fact that it encourages double-loop learning. Organisational members are asked 

to uncover the underlying causes of recurring problems in organisational processes. They are 

also encouraged to analyse existing work practices in a search for more effective, efficient and 

innovative ones. Employees are furthermore encouraged to develop open mindsets and 

organisational values that stimulate learning and change. As Morgan (1997:94) puts it: 

“challenging the operating norms and assumptions in this way, the approach creates 

information, insights and capabilities through which a system can evolve to new levels of 

development.” As such, quality improvement fosters continuous learning and structured 

innovation in organisations. 

In the case of South Africa, the application of the principles of TQM may be regarded one of 

the key success factors in Eskom’s turnaround strategy in the 1980s (Van der Merwe 1989). 

In the aftermath of the so-called “Koeberg incident” in 2006, where a bolt accidently entered 

the generator turbine casing, causing damage amounting to approximately R623 million, the 

executive manager in charge of Koeberg Nuclear Power Station maintenance mentioned that 

“the accident … would never have occurred if Quality Control Circles (QCCs) had been active 

at Koeberg” (Mbonjana 2006). He also pointed out that QCCs, as an engagement instrument, 

generally enable workers to raise their motivation, productivity and at the same time by means 

of structured innovation and problem-solving improve the quality of their work (Mbonjana 

2006). 

3.4.4 Re-tuning the human mind at scale 

Whybrow (2015) posits that the human mind is generally not tuned to deal effectively with 

large-scale challenges. Typical challenges include imminent climate change and the 

entrenched wasteful anti-resilient behaviour that people display. Whybrow (2015) designed a 

neurobiological model to “re-tune the human mind” from existing assumptions and behaviour 
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that are not sustainable to assumptions that ensure behaviour that is globally sustainable and 

thus greater global resilience. 

The UNISDR’s (2016) Disaster Risk Reduction Strategy 2016–2021 can be regarded as a 

global attempt to “re-tune” the minds of the global population. This Strategy was designed in 

response to rising levels of disaster effects globally. It is built on the premise that disaster risk 

mitigation and reduction are essential to enable sustainable development in general and city 

resilience specifically. In this regard, the Sendai Framework of the UNISDR (2015) contains a 

so-called “priorities for action” list:  

“Priority 1: Understanding disaster risk; 

 Priority 2: Strengthening disaster risk governance to manage disaster risk;  

 Priority 3: Investing in disaster risk reduction for resilience; and  

 Priority 4: Enhancing disaster preparedness for effective response, and to, ‘build   

back better’, in recovery, rehabilitation and reconstruction” (UNISDR 2015).  

The diagnostic instrument that is to be the main outcome of this study will have to incorporate 

rational, single-loop learning modes as well as double-loop organisational learning. An 

important component of the instrument is its scale of application. It should, for example, guide 

mitigating actions for global disaster risks, as well as foster organisational (i.e. city 

government) resilience. As such, the Sendai priorities for action list adds significant value to 

re-tune the minds of decision-makers at scale. 

3.5 Requisite organisation 

According to Jaques (2013), the “Requisite Organisation” comprises design and development 

that can release human creativity and imagination.  Jaques’s (2013) foundational research 

includes the following:  

 “living organisms; 

 human nature and social power; 

 organisational structure; and 

 managerial leadership processes” (Jaques 2002a, 2002b). 

Jaques’s (2013:6) unit of analysis when studying organisations is the behaviour of executive 

leadership and executive management. His perspective on organisations and specifically on 

the so-called requisite organisational stratum, enables organisational responsiveness which 

is directly interdependent with organisational resilience. In this regard, he examines planning 

time horizons, decision-making and execution of decisions in organisations. 
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Based on the key findings of his research with respect to the nature of human capability and 

the reasons why managers make certain decisions, Jaques (2013:7) concludes that the 

existence of a managerial hierarchy (referred to as “managerial accountable hierarchies”) in 

organisational structures may be a “reflection of discontinuous steps in the nature, of human 

capability”. Jaques thus emphasises the interdependence between effective managerial 

organisation and managerial leadership. Based on this interdependence he has formulated 

what he calls a “Total System for Effective Managerial Organisation and Management 

Leadership”. By means of this system, Jaques (2013:72) assesses the conditions that release 

potential in organisations through being “requisite”.   

In the context of the responsiveness of organisational structures to changing conditions, 

Jaques’s requisite organisational perspectives may have implications for - 

 “the requisite number of hierarchical strata in any organisational structure; 

 the time focus for these levels in terms of anticipating discontinuities, planning focus 

and time horizons for policy and decision-making; 

 the relative decision-complexity in the tasks and positions within each stratum; 

 strata and sub-divisions within them when tasks are based on decision-complexity may 

form the basis for determining the relative value of positions in a job evaluation process 

which uses a single criterium for evaluation;  

 equitable remuneration across the strata based upon a unified pay scale which is felt 

to be fair [my emphasis] by incumbents, across the organisational hierarchy; 

 containing and preventing drift between job content, titles, performance and 

compensation; and 

 trust as an important foundation for the requisite organisation” (Jaques 2013:75). 

Jaques’s requisite organisation provides insight and an alternate perspective on the short-

term time frames that generally characterise strategic planning and policy practice at executive 

leadership and executive manager levels in organisations which may reflect the “short 

termism” Van der Heijden (1996:93) refers to. 

3.5.1 Stratified organisational theory and planning focus 

One of the key findings of Jaques’s (2013) research is the existence of a managerial hierarchy 

as a reflection in organisational life.   
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This finding may be seen to: 

 “explain the continuous existence of managerial hierarchy in all post-tribal societies for 

the past 2000 years and suggests that it is likely to be around for the next 3000 years; 

and 

 provide a foundation for achieving a method for and laying the basis for effective 

managerial leadership” (Jaques 2013:7). 

Jaques’s (2013) perspective emphasises the systemic interdependence between, among 

other things, effective managerial organisation and managerial leadership. Based on this 

interdependence and his research into other dynamics in organisations, he has formulated 

what he calls “A Total System for Effective Managerial Organisation and Management 

Leadership”. He refers to the conditions that release potential in the organisations and through 

this the organisations whole potential as the “Requisite Organisation” (Jaques 2013).  He 

points out that there is a widespread under-estimation of the impact of organisation (and 

structure in the broad sense) on how we go about our organisational activities and the 

effectiveness of managerial leadership. His research is based on, inter alia, private enterprise, 

public service and military organisations and their components. He posits in this regard “a 

universal structure and an organisational hierarchy of a requisite seven strata” [my emphasis] 

(Jaques 2013:72). Requisite strata form the basis of gauging the relative value of jobs and 

through this provide a basis for equitable pay within a unified pay system (Van der Merwe 

1991) (See also “Pay Links” in Table 4.14 below). Central to Jaques’s stratified theory may be 

what he calls the time span of discretion (Jaques 2013:37–40). The time span of discretion 

may be taken to be the time it takes for a decision on a specific stratum to be shown to be 

correct or not. Jaques uncovered a positive relationship between the level in a hierarchy and 

the time span of discretion. In other words, the higher the stratum level the further into the 

future the consequences of decision-making may be assessed as correct or not. In 

conversation with Jaques (1994), he confirmed that “the number of levels in a hierarchy within 

an organisation is one of the primary determinants of efficient communication within a 

hierarchy. Strategic responsiveness (and therefore organisational resilience) is influenced by 

communication within a hierarchy”. He also pointed out that “the relationship between 

organisation stratum and time span of discretion is a constant across a large global sample of 

greater than 60 000 executive managers” (Jaques 1994).  According to Jaques (2013:136), 

“planning focus in the civil service at stratum VII should be between 20–25 years”. He outlines 

the time focus for planning and decision-making in the civil service (Jaques 2013:104, 136) in 

the USA and Great Britain in Table 3.1 below. This table shows Strata I to VII with the 

equivalent “time focus” together with the job titles at those levels. The implications of these 
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findings in organisations are that the optimum planning time focus and decision-making in 

general for directors general and deputy directors general in the South African civil service is 

20–25 and 10–12 years respectively. 

Table 3.1:  Planning focus and civil service stratum equivalence 

Stratum Time focus 
US Federal Civil 
Service 

British Civil 
Service 

South African Civil 
Service 

VII 20–25 years Political 
appointees 

Permanent 
secretary 

Director general 

VI 10–12 years Political 
appointees 

Deputy secretary Deputy director 
general 

V 5–7 years  Under secretary  

IV 2–3 years  Asst. secretary  

III 1–1.5 years  Principal  

II 3 mo – 6 mo  Asst. principal  

I 1 day    

Source: Jaques (2013:136). 

3.6 Trust as a prerequisite for organisational resilience 

Jaques (2013:15) provides a comparative table (see Table 3.2) below which itemises what he 

refers to as “Trust Inducing” and “Paranoia-genic” (inducing distrust) properties in an 

organisation. This table is reproduced here in full as it contains a comprehensive range of 

aspects influencing organisational resilience. The comparison between and implications for 

organisations reflected in the two columns in Table 3.2 are self-explanatory. The paranoia, 

distrust and divisions caused by the dynamics listed in the Paranoia-genic column may have 

an impact on the capability of organisations to respond rapidly to discontinuities, which in turn 

may have an impact on their resilience. 

Table 3.2: Comparison of trust inducing and paranoia-genic 

Trust Inducing Paranoia-genic 

Equitable system of distribution of pay 
differentials related to differentials in levels of 
work. 

Power bargaining over pay, or phony output-
related bonus “incentive” systems. 

Clear definition of accountabilities and 
authorities in lateral working relationships. 

Leaving people to sort out their lateral working 
relationships by means of manipulation, 
personal networks and power. 

Managers are one stratum removed from 
immediate subordinates, in role and capability. 

Managers more, or less than one stratum 
removed from subordinates and “breathing 
down their necks” or being “pulled down into the 
weeds.” 

Managers-once-removed mentoring 
subordinates-once-removed on career 
development. 

No mentoring, no career development, no real 
awareness of employees’ potential capabilities. 
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Employees well informed on the context of their 
work, and on company vision. 

Employees in the dark about what is likely to 
happen and why they are doing what they are 
doing. 

Authority in line with accountability. Accountability without equivalent authority. 

Level of work in line with a person’s level of 
potential capability. 

Under-recognition and under-utilisation of 
capability. 

Regular feedback on manager’s judgement of 
your personal effectiveness. 

Absence of feedback from manager, leaving 
employees in the dark about how well they are 
doing. 

Authority as required by the work in the role. Empowerment as a “phony gimmick”. 

Team working a matter of individuals with 
individual accountability and recognition working 
together under an accountable managerial or 
project team leader. 

Mishmash of obscure accountability and 
authority in “self-managed” or in “internally 
accountable cross-functional teams with 
sponsors, coaches, and champions”. 

Appointments and promotions based on 
potential capability, commitment and 
knowledge. 

Appointments and promotions distorted by 
gender, colour, ethnicity, age, religion, network, 
education, and so forth. 

Source: Jaques (2013:15). 

3.6.1 Shockley-Zalabak et al. model for organisational trust  

The Shockley-Zalabak et al.’s (2010:27) Trust Model identifies five key drivers for 

organisational trust, namely:  

 “competence;  

 openness and honesty;  

 concern for employees and stakeholders; 

 reliability; and  

 identification” (Shockley-Zalabak et al. 2010:27). 

In Figure 3.10 below, the statistical correlations between variables are indicated on the 

relevant connecting lines to two decimal places, 1.00 represening 100% correlation. 
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Figure 3.10: Model of organisational trust, job satisfaction and effectiveness 

Source: Shockley-Zalabak et al. (2010:28). 

The organisational trust dimensions or drivers, as described by Shockley-Zalabak et al. 

(2010:20–43), are briefly explained below. 

3.6.2 Organisational trust dimensions definitions 

The dimensions of the model for organisational trust in Figure 3.10 above are described and 

defined below. 

3.6.2.1 Competence 

This refers to the ability of the organisation to adjust to the challenges of its environment.  This 

competence is mainly the result of the capabilities of its leadership, strategies, systems and 

structures and the competencies of its employees.   

3.6.2.2 Openness and honesty 

This dimension refers to how organisations communicate and engage with their employees 

and stakeholders. Openness and honesty are promoted by confidence in the abilities of the 

leadership, regular and objective feedback on job performance, and commitment to the long-

term strategic direction of the organisation.  

3.6.2.3 Concerns for employees/stakeholders 

According to Shockley-Zalabak et al. (2014:24), employees need to trust the organisation. 

This can only be established if leaders and managers have a human resource orientation and 

are genuinely concerned about their well-being.  
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3.6.2.4 Reliability 

The reliability dimension relates to organisational leadership and management consistency in 

keeping commitments based on promises made. They also need to inform employees about 

the reasons why certain things need to change and why.   

3.6.2.5 Identification 

The identification dimension refers to the sense of belonging that employees experience. They 

should accept the vision, mission and core values of the organisation and identify themselves 

with management and their colleagues.  

3.6.2.6 Trust, job satisfaction and effectiveness 

Shockley-Zalabak et al. (2010:20–43) argue that the presence of the five dimensions above 

is also a strong predictor of the sixth dimension, namely, job satisfaction and organisational 

effectiveness.  The findings have been found to be true for both for profit and non-profit 

organisations. 

Organisational trust can be regarded as a cross-cutting competence for gauging city 

government resilience. This statement is confirmed by Shockley-Zalabak et al. (2010) and 

supported by other theorists such as Jaques (2013) and Stephenson (2005b). 

3.6.3 Building organisational trust as the basis for organisational resilience 

Building a high trust organisation, Stephenson (2005a) posits that people inside organisations 

possess a substantial amount of knowledge, including tacit knowledge. Trust, according to 

Stephenson (2005a:34), is “the utility through which this knowledge flows”. In addition, Nonaka 

and Takeuchi (1995:224) and Hausmann (2014) refer in this regard to the significance of 

explicit, tacit and symbolic knowledge flows and know-how respectively in an organisation and 

that this transfer of knowledge is usually achieved on a basis of reciprocal trust. A process of 

mentorship may provide a framework for transferring tacit knowledge also known as know-

how.  

It is evident from Table 3.2 above (Jaques 2013:16) that in an organisation which generates 

paranoia, cooperation between individuals, departments and other parts of the organisation 

carries an additional cost of transacting. In addition, there may be time delays resulting from 

double-checking whether tasks have been executed as agreed. Political allegiances and 

power cross-pressures need to be tracked and may also create hesitation and further time 

delays in responding to change. In this regard, Shockley-Zalabak et al. (2010:10) point to the 

“myriad of financial regulations put in place because of breaches of trust”. They go on to 

identify the cost of “organisational monitoring, surveillance systems, highly prescriptive 
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contracts, rules and regulations, high supervisor to employee ratios, and a host of 

organisational processes which require resources both human and financial … these 

decisions or processes are reflective of distrust”.  They also caution that “we are not going to 

argue that distrust is always wrong, but that it is fundamentally more expensive than trust”. 

In the South African context, building high-trust organisations may enable greater 

responsiveness and therefore improve general resilience. This may also have to do with 

avoiding or neutralising distrust and what Jaques (2013:16) describes in Table 3.1 above as 

“paranoia-genic” attributes of organisations and the distrust and paranoia that they may 

generate. Gauging organisational trust may therefore be important as an indicator of 

resilience. 

3.6.4 Motivators and hygiene factors affecting job attitudes 

When executive leadership and executive management deal with the motivation of people in 

an organisation there seems to be a bias towards remuneration or salary as primary motivator. 

The research by Herzberg (1987) may lead to a different conclusion (see Table 3.3). 

Remuneration may not be a true motivator but a so-called “hygiene factor”. Herzberg’s hygiene 

factors in his theory of motivation act like hygiene within a hospital, which, when absent, makes 

patients sick but in and of itself does not create wellness. Therefore, when remuneration 

[salary] is perceived to be unfair, employees may become demotivated; however, it does not 

in and of itself motivate. 

Herzberg’s research has further implications for executive leadership and executive 

management and their impact on organisational responsiveness. Herzberg (1987:110–112) 

identified factors that lead to extreme job satisfaction, so-called “true motivators”. Executive 

leadership and executive management may need to first respond to these true motivators 

before addressing remuneration, which include the following: 

  “achievement;  

 recognition; 

 work Itself;  

 sponsibility;  

 dvancement; and  

 growth” (Herzberg, 1987:110–112). 

Herzbeg’s research suggests that true motivators which affect job satisfaction positively need 

to be well managed before considering hygiene factors such as adjusting remuneration as a 

way, to raise job satisfaction and motivation levels. The higher the job satisfaction levels and 
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motivation among people in an organisation the more responsive they may be and therefore 

the more resilient that organisation may be. This research may be supported by the Eskom 

examples of “high leverage areas” for successful resilience and recovery described by Van 

der Merwe (1991) in Table 4.14 below.  

Table 3.3: Factors which affect the attitudes and motivation of people 

Factors affecting job attitudes as reported in 12 investigations 

Factors that led to extreme dissatisfaction 
(Hygiene Factors)  

Factors that led to extreme satisfaction (True 
Motivators) 

Company policy and administration Achievement 

Supervisor Recognition 

Relationship with supervisor Work itself 

Working conditions Advancement 

Salary Growth 

Relationship with peers  

Personal life  

Relationship with subordinates  

Status  

Security  

Source: Herzberg (1987:112). 

3.7 Enabling fit with future environment(s) as an organisational resilience 
strategy 

An effective resilience strategy may contain short-term components as well as medium and 

longer-term aspects. From a Darwinian point of view the purpose of a resilience strategy is to 

ensure that an organisation survives beyond a shock or a discontinuity in its environment. 

When there is a correspondence or fit between its resilience strategy and the challenge to its 

resilience the organisation can conclude that its strategy is robust. During a shock there may 

be specific needs that in any event need to be anticipated and available in the form of essential 

reserves. These reserves may be in both tangible and intangible form, such as attitudes and 

embedded resilient responses. 

3.7.1 Anticipating the need for essential reserves 

During any shock to an organisation there may need to be essential reserves on hand and 

available until initial adaptation has taken place and stability is re-established. These reserves 

may be amongst others, water, food, energy, medical, sanitary and communications. An 

essential reserve may also be embedded emergency preparedness patterns of behaviour 

amongst the essential role players, knowing what to do in the event of a shock. This reserve 

may be built up by regularly rehearsing the emergency preparedness drills until they are well-
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known and may be automatically executed, in the event of a shock. Anticipating the nature of 

a shock beyond the initial impact requires sense-making and appreciation of the systemic 

nature of the dynamic. Effectively anticipating may also require having in place methodological 

processes with respect to the anticipation process itself. 

3.7.2 Chaos, emergence and complex systems 

Cronje (2017:27) posits that when anticipating dynamics and shocks there seems to be an 

impulse among executive leadership and executive management that favours prediction in 

order, to achieve a perception or feeling of certainty. “Humans do not like uncertainty … 

psychologists say the craving for certainty may be similar to a craving for oxygen or certain 

foods … their response may be neurologically driven, a natural human reaction triggered by 

the fear that comes from not knowing” (Cronje 2017:27, 28). It may be said that dynamics in 

the environment because of their complex systemic interdependence are in a continuous state 

of flux. Gleick’s (1988) so-called “new science”, referred to as “chaos”, provides a frame of 

reference for sense-making within complex systems. Gleick (1988:7) argues that - 

“… traditionally, when physicists encountered complex results they looked for 

complex causes … The modern study of chaos began with the creeping realization, 

in the 60s, that simple mathematical equations could model systems every bit as 

violent as for example a waterfall. Tiny differences in input could quickly become 

overwhelming differences in output, a phenomenon given the name ‘sensitive 

dependence on initial conditions’. In studying the weather for example this is known 

as ‘the butterfly effect’. The notion first discovered by Lorenz that a butterfly stirring 

the air today in Peking can transform storm systems next month in New York” (Gleick 

1988:7, 8). 

This effect revealed the fine structure hidden within a disorderly stream of chaos (Gleick 

1988:17,29). Gleick’s attractors described the concept of emergence. The idea of emergence 

based upon underlying structure has been supported by Bohm’s implicate order, Mandelbrot’s 

fractals, Smuts’s holistic perspective and Forrester’s systems dynamics.  

Cronje (2017:29) posits that a complex system displays four attributes: 

 “it is made up of a great many participants or parts within the system; 

 these participants interact with each other; 

 participants direct what may be called feedback into the system; and 

 a complex system has a fourth attribute in respect of the interaction between its 

participants; this is called an emergent characteristic”. 
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Cronje (2017:30) goes on to argue that “this emergent and chaotic property of complex 

systems makes any attempt at long-term forecasting very difficult. The solution lies in 

scenario-based strategic planning” (Cronje, 2017:29–31). 

According to Wack (1985), the purpose of a scenario-based strategy is “to shift assumptions 

and thinking in the minds of decision-makers inside the organisation about what might happen 

in future outside the organisation” (Van der Merwe 2008:219). Scenarios describe future 

conditions in the contextual environment, in two or three or four internally consistent stories or 

narratives, supported by deep research (Van der Merwe 2008:232).  

Van der Merwe (2008:232) goes on to provide tests for the quality of scenarios:  

 “relevant to decision makers using them;  

 challenging existing thinking;  

 plausibility based on deep research and analysis; and  

 when an organisation has lived through the scenarios no important dynamic has been 

overlooked.”  

Van der Merwe (2008) points out that the dynamics contained in scenarios may be drawn from 

the following categories: politics, economics, societal dynamics, technological, regulatory, 

ecological and historical. He posits that “the greatest learning accrues amongst the people 

who research the behaviour of specific dynamics in the environment” and goes on to add that 

“further deep learning takes place when using scenarios to stress-test or wind tunnel strategy 

and policy” (Van der Merwe 2008:227). Stress-testing also known as wind-tunneling a 

resilience strategy for fit or correspondence in future conditions [scenarios] for robustness may 

be analogous to testing an aircraft design in a wind tunnel.  

3.7.3 Resilience as fit 

Figure 3.11 below illustrates the principle of “fit”, also referred to as correspondence, 

congruence or conformity with the future environment reflected in scenarios 1, 2, 3 and 4, in 

order, for an organisation to survive and thrive.  Ensuring fit is described in Figure 3.11 below 

as “first order fit”, referring to the organisation’s fit with futures (future environment-scenarios 

1, 2, 3 and 4) and “second order fit” as the fit between the various “Key Strategy Enabling 

Processes” including specific subsystems such as “Managing Accountability and 

Performance” within an organisation (Van der Merwe 2008:222).   
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Figure 3.11: Resilience strategy as enabling fit 

Source: Van der Merwe (2008:222) 

Key strategy enabling processes provide an indication of the cross-cutting competencies that 

may enable organisational learning and therefore are useful in supporting a scenario-based 

strategy process for anticipating the shocks and discontinuities that require a robust resilience 

strategy. 

3.7.4 Using scenarios for stress-testing and developing robust resilience policy 

Scenario-based strategy for robust policy-making may be a proven way of enabling double-

loop learning and dealing with an uncertain and volatile, complex future. Van der Heijden 

(1996:51) points out that “the key to double-loop learning, also at executive level, is the 

openness to allow incoming evidence to influence assumptions in the minds of leadership, 

executives and decision-makers. This may shift decision-making towards improved policy” 

(Van der Heijden 1996:51). The foundation of a resilience strategy should be founded on 

anticipating discontinuities and shocks and acting rapidly and in alignment to discontinuities 

and shocks.   

Chermack and Van der Merwe (2003:449) explain the basis of this:  

“During this process we may create what may be referred to as ‘memory of the future’ 

… The trigger that seems to activate the memory of the future is contained in stress-

testing or wind-tunnelling process used in testing strategies for robustness ... It is 

essential that during this process the ‘what will, we do if’ question is raised while 
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placing the resilience strategy to be tested for robustness in a specific scenario. Time 

paths into the future may be traced in our minds as we pose this question. These time 

paths may then be stored as memory and provide the capability of selective 

observation and rapid recognition of the unfolding dynamics in the external 

environment”.  

De Geus (1997:36, 37) further explains that - 

“… the stored time paths serve as templates against which the incoming signals are 

measured. If the incoming signal fits one of the alternate time paths, the input is 

understood … The message is clear … the more memories of the future, the more 

open and receptive decision-makers will be to signals from the outside world … 

information becomes knowledge … An organisation is not hard-wired to produce this 

sort of memory of the future. Management must take specific action to produce 

one…this points towards using scenario-based strategy as a means of improving an 

organisation’s powers of perception and responsiveness … this also explains why 

executive managers do not recognise external events in time to avoid crises”. 

An example of scenario-based strategy support for a developmental strategy and robust, 

resilient policy can be found in the Singapore administration. Within the scenario practitioner 

community, it is accepted that Singapore has successfully leveraged the value of scenario-

based strategy in its development pathway from 1965 to 1990. The Singaporean 

administration has embedded a permanent function for scenario development and use within 

its government administration. The focus of the Singaporean Ministry concerned is on policies 

that are robust in future conditions, that have a high leverage for resilience and that are in the 

service of growing the economic wealth of Singapore. The success of the scenario-based 

strategy-making processes is reflected in the resilience and sustained economic growth of 

Singapore from 1965 to 1990. “Per capita GDP in 1959 US$ 400, 1990 12,200 US$, 1999 

22,000 US$” (Lee 2000: xv). During the leadership of Lee Kuan Yew, which may be described 

as servant leadership, he reminds us of a younger generation who - 

“… took stability, growth and prosperity for granted. I wanted them to know how 

difficult it was for a small country of 640 sq. km with no natural resources to survive 

in the midst of larger, newly independent nations all pursuing nationalistic policies … 

we cannot forget that public order, personal security, economic and social progress, 

resilience and prosperity are not the natural order of things, they depend on 

ceaseless effort and attention from an honest government that the people must elect” 

(Lee 2000:iii).  
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As a result, of Yew leadership between 1965 and 2000 Singapore was by 2000 positioned as 

globally competitive, a 35, year process. The Singapore example of scenario-based strategy 

informing appropriate policy is well documented.  

“Singapore has been a model for all Asian countries in making the transition to a 

higher value service economy and ultimately to a knowledge economy. The tiny state 

has no natural resources to speak of save brainpower and an ability to learn … The 

offshore outposts of Taiwan, Singapore and Hong Kong point to what a China, shorn 

of its communist legacy, can mean to the world. These are countries that have 

incubated a Chinese brand of capitalism … and have succeeded famously” 

(Schwartz, Leyden and Hyatt 1999:128).  

The Lee Kuan Yew style of leadership together with Mahatma Gandhi and others provides an 

example of the “personal qualities, leadership responsibilities and core values” that enable 

servant leadership (Kleiner and Roth 2000:108) (see Figure 3.12 below). 

3.8 Competent, capable servant leadership  

Lessons about competent servant leadership may be learnt from the leadership of Lee Kuan 

Yew, Oliver Tambo, Nelson Mandela, Mahatma Gandhi, Seretse Khama and Jan Smuts. We 

can learn from them that servant leadership may be conceptualised as the willingness, 

capability and capacity to take a stand for what they believe in, in the service of national 

interests in the present and for the future. In the case of leadership of organisations, a stand 

should be taken for organisational purposes, vision or organisational interests in the widest 

sense. On the national level, this stand and the accountability that goes with it should be 

informed by the supremacy of the South African Constitution (South Africa 1996). The 

Constitution represents the shared vision for a future South Africa developed and approved 

by South Africans. The common denominator in the above examples of servant leadership is 

their ability to take a stand and the presence shown by their leadership, which reflects who 

they are rather than what they do. What they are seen to be, in terms of moral authority and 

their presence, is also informed by their “core value and personal qualities” (Kleiner and Roth 

2000:108). 

Friedman (1985:227–240) summarises his conceptualisation of leadership, as “taking a 

stand”. Pinpointing the focus on taking a stand “provides a systemic understanding of the 

essence of leadership and the position of greatest influence for leadership”. He sees an 

organisation, or any team within it, as a chaotic human activity system which is in random 

motion and needs a head. This need can be satisfied by a person who takes a stand and holds 
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this stand in a non-anxious manner while staying in touch with the system until that system 

aligns with this leadership stand. In his systemic perspective on leadership, Friedman points 

out that this is all that is available [my emphasis] to leadership (Friedman 1986). Friedman 

reminds us that “this stand may also invite resistance and attempts at sabotage” (Friedman 

1986). Taking a stand for what you believe may be simple but is not trivial, as there are many 

emotional processes and intrapersonal and interpersonal patterns of behaviour, some rooted 

in family systems, which may surface as a result, of taking a stand. In this perspective of 

leadership, followership is served by enrolment of followers through leadership. Followers are 

invited to enrol, literally to place their names on the shared list, for supporting the vision of 

what the leadership may want to create. During this process the leader serves the followers, 

enabling them to enrol in building a shared vision. This process building of “Shared Vision” is 

one of “the five disciplines for building learning organisations, together with Personal Mastery, 

Mental Models, Team Learning and Systems Thinking” (Senge 1994:6). Senge goes on to 

emphasise that “to practise a discipline is to be a lifelong learner on a developmental path. A 

discipline is not simply a ‘subject of study’. It is a body of technique, based on some underlying 

theory or understanding of the world that must be studied and mastered and put into practise” 

(Senge 1994:7). He describes enrolment as the leadership process where members of an 

organisation are enabled to choose to be part of a shared vision, and alignment as the 

organisation’s capacity to act together. According to Senge (1994:6), building shared vision 

and alignment rests on the discipline of “Personal [Self] Mastery”.  

In this context, leadership is conceptualised as influence potential. Leadership as opposed to 

the leader may be seen, as a distributed dynamic throughout an organisation, where 

everybody exercises leadership by taking a stand based on shared vision. According to Kleiner 

and Roth (2000:108) in a generic leadership model (see Figure 3.12) “Leadership 

Responsibilities” include: 

 “building shared vision; 

 creating capacity to act; 

 thinking and acting systemically; 

 conversation quality and engagement to build alignment; 

 sustainability and resilience; 

 good governance systems and compliance; 

 engaging and involving others as coach, mentor and educator; and 

 building and rebuilding feedback processes” (Kleiner and Roth 2000:108). 
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Leadership theory and practice as presence is arrived at through a systemic perspective 

based on what leadership must be or their “Being” (Kleiner and Roth 2000:108) (see Figure 

3.12). What leadership must be can be embodied in the example they set for their 

followers. In this model of leadership, moral authority and social capital or trust capital play 

an important role in developing leader’s capacity to influence followership. Mahatma 

Gandhi insisted that leadership should be the change they wish to create. His Satyagraha, 

or passive non-violent resistance, demonstrates the powerful influence of taking a stand. 

For Gandhi, during his defeat of the British occupying India, leverage lay in steadfastly 

refusing to move from this stand or strike back, while staying in touch with the system he 

led until the system aligned with the stand. This approach to servant leadership requires 

personal qualities such as:  

 

 “commitment to the truth;  

 courage;  

 humility;  

 openness;  

 compassion;  

 authenticity; and  

 integrity” (Kleiner and Roth 2000:108). 

Gandhi’s servant leadership, taking a stand on a national level, was first pioneered in South 

Africa and later exercised in India to overthrow the British Empire.  Because of its power, 

efficiency and influence, servant leadership in the form of passive non-violent resistance has 

been emulated by other civil rights leaders such as Martin Luther King Jnr. and Nelson 

Mandela, with similar results in terms of positive influence and change. 

The Proposed Leadership Model displayed in Figure 3.12 was initially developed by line 

management in an energy company in the USA. According to this model, “Personal Qualities 

(Being), Leadership Responsibilities (Doing), Core Values and Leadership Development 

Results” concentrates in one interconnected space complementary components of leadership 

(Kleiner and Roth, 2000:108). 
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Figure 3.12: Proposed leadership model 

Source: After Kleiner and Roth (2000:108).  

In 1945, Japan was devastated by the detonation by the USA of two nuclear bombs on the 

cities of Nagasaki and Hiroshima. This catastrophe precipitated an unconditional national 

surrender which ended Japan’s engagement in the Second World War.  The adaptation and 

recovery by organisations, cities and nationally provide an example of collective leadership, 

alignment building and a resilience strategy that transformed a society. This resilience strategy 

provides an example of embedding leadership and learning as the vehicle for continuous 

improvement in the quality of products and services in organisations. Japanese national 

leadership, under the governorship of General McArthur of the United States Army, 
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subsequently embarked on a nationwide recovery and sustainable economic development 

process based on a resilient industrial strategy. The strategic priority was to deliberately create 

an industry culture of adopting best practice in statistical quality control management from 

across the world and, accordingly, raising the quality of goods and services over the next fifty 

years. Deming, an American statistician, was deployed to Japan to support this industrial 

transformation (Deming 1986). The Japanese industrial resilience strategy and 

competitiveness were built on leadership which stood for eliminating wastage and continuous 

improvement in quality, based on a profound understanding of customer needs. Inclusive 

worker-driven processes, such as Total Quality Control (TQC) and Kaizen provided a vehicle 

for structured innovation to better satisfy customers’ needs at lower cost. The above principles 

of leadership and learning have been applied in organisations and cities and at national levels.  

An important part of the Japanese resilience strategy was to build organisational change 

management infrastructure to ensure that the process could be sustained over decades until 

the new culture was successfully embedded. Cross-functional quality councils were 

established in all organisations to oversee and hold the know-how for continuous quality 

improvement as part of successful organisational change. This infrastructure was utilised until 

the new way of customer-focused thinking (a new paradigm) was embedded in the culture of 

organisations. The Union of Japanese Scientists and Engineers (JUSE) supported the 

establishment of quality councils which held the knowledge for organisation-wide quality 

improvement. Quality was redefined as “fit for purpose”. Major corporations in Japan 

contributed to JUSE and participated in its annual quality awards. The so-called “Deming 

Awards” were named in honour of Dr W. Edwards Deming for supporting the Japanese 

organisations in their nationwide transformation is the apex national annual quality award. A 

systems approach to a quality improvement and value for money paradigm is now firmly 

established within Japanese manufacturing and nationally, embodied in the quality of the 

products it produces. The systemic nature of the resilience strategy that transformed the 

Japanese industrial system is often taken for granted. This transformation took place within 

an economy on a small group of islands collectively the size of one of the South African 

provinces, with no natural resources other than its people and their willingness to lead by 

taking a stand and learning, as well as everybody taking personal responsibility for the success 

of their economic transformation in the interests of building global competitiveness.  

In areas in South Africa, where service delivery may require improvement, leadership as taking 

a stand together with learning principles for the continuous elimination of wastage and 

improvement of quality, outlined above may be applied. This may be done in the service of 

raising service delivery quality while at the same time reducing cost by eliminating wastage. 
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Adopting a multifaceted approach points towards a systemic or holistic resilience strategy 

providing the key to success. 

The Japanese example focuses on a system-wide, holistic approach to resilience strategy that 

is focused on organisations, recovering devastated cities and national alignment and 

knowledge-sharing for rebuilding. The key components of the strategy in this example illustrate 

a process of initial adaptation; building know-how and infrastructure for continuous 

improvement in quality to facilitate recovery and sustainable economic development. Since 

the 1945 use of nuclear weapons nuclear materials and knowhow have become more widely 

available foreshadowing the the inevitability of another nuclear detonation on a major 

metropolis which now seems regarded by respected leaders as predetermined.  

3.9 Predetermined dynamics impacting on city government 

Schwab (2016b) asserts that there will be 23 deep shifts which will disrupt countries and cities 

globally. The deep shifts he describes (see Tables 4.15 and 4.16) will, according to Schwab, 

disrupt many of the key aspects of cities, such as energy use, transportation and governance. 

Many of these disruptions, for example super-computing capability together with the massive 

free storage which enables the widely distributed sensors referred to as the IoT may positively 

enable city government resilience such as the “antifragile” phenomenon described by Taleb 

(2012). Whybrow (2015) points towards the need for retuning the human mind at scale among 

people currently living on the planet. He argues that there is an urgent need to influence 

assumptions and paradigms so that they will enable instead of dis-able global resilience and 

sustainable living. In agreement with Von Bertalanffy (1968) he questions whether the human 

species will be able to survive if these changes in the human mind do not take place at scale.  

Katz and Bradley (2013) draw attention to the impending “metropolitan revolution, how cities 

and metros are fixing our broken national politics and fragile [and unsustainable] economy”. 

They go on to argue that metros are more agile than nation states because they are the 

government front line and in direct contact with the citizenry. They argue that they are already 

in a process of adaptation [my emphasis] to discontinuities such as climate volatility and the 

disruptors contained in the fourth industrial revolution. Metros such as Amsterdam, Singapore 

and others are using these predetermined disruptors as a platform for moving rapidly to 

sustainable development, green growth and smart cities.  

Among others, the following dynamics in the current and future environment were 

predetermined from the literature study conducted and are therefore described in some detail 
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below. As they seem certain to occur and may affect city government, they should be treated 

as predetermined dynamics that could challenge city government resilience. They include - 

 living beyond the limits that planet earth may be able to support (Meadows 1993); 

 technology convergence by numerous deep shifts contained in the fourth industrial 

revolution described by Schwab (2014);  

 cyberattack(s) on ICT infrastructure (CSIS 2008); 

 migration to cities (Katz and Bradley 2013);  

 viral attacks, nuclear detonations and terrorist attacks; and 

 climate volatility (IPCC 2014).   

The above dynamics may be included in a scenario development process for the purposes of 

anticipation. Anticipation may also use SD modelling to anticipate the above dynamics as they 

are predetermined and require in-depth analysis. This analysis should extend beyond the time 

horizon that scenario planning may achieve but is nevertheless necessary as a planning time 

horizon of 20 to 25 years for executive leadership and executive managers in a large 

organisation such as city government.  

In 1972, the earth was viewed holistically by Meadows et al. (1972) and was modelled as one 

globally interconnected system. Global dynamics were modelled using Forrester’s (1969) SD 

modelling tool. This tool was used to anticipate discontinuities in the environment and to ask 

a key question: How long can the human population on the planet continue to use its resources 

in the current manner? The findings were published in what has become known as “The Club 

of Rome Report” (Meadows et al. 1972). This report shows a convergence in population size 

and the consumption of major resources and a crisis for unsustainable living on the planet 

earth in the timeframe 2020 to 2030. In the 30-year synopsis and update, Meadows, Randers 

and Meadows (2004) reports that all the major dynamics in the 1972 SD model were on track 

as modelled. This demonstrates the robustness of SD modelling in time frames exceeding ten 

years. Meadows argues that the population and its consumption of resources were already 

“beyond the limits” of what the earth could sustain. She goes on to assert that currently 1.5 

earths are required to sustainably support the population already born and living on the planet. 

Meadows argues that the earth’s population is now beyond the limits (Meadows 1993). In the 

African context the large number of young people below the age of 24 forms part of the 

challenging demographic. 

The Sustainable Development Goals (SGDs), the Paris Agreement 2015 and the SENDAI 

Framework for disaster risk reduction 2015–2030 were integrated with the UNISDR Strategy 
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Framework 2016–2021 (UNISDR 2016a). These UNISDR initiatives could provide both goal-

setting and review processes in striving for global sustainability and city resilience. 

The so-called predetermined dynamics above may have an impact on a resilience strategy. 

Capability and developing the cross-cutting enabling competencies that support the 

development of capability may be the functional starting point for effectively building a 

resilience strategy.   

3.10 Rationale for extending the AAR framework 

The purpose of a developing a diagnostic instrument is to provide macro- and micro-feedback 

loops which enable learning and high leverage action to raise organisational resilience. 

Executive leaders and executive managers in organisations using the instrument should have 

an inclusive, holistic perspective for gauging the resilience of their organisations to ensure that 

against the broad spectrum of plausible futures and that key dynamics are not overlooked. 

Designing a framework for gauging resilience should factor in Mouton’s (1996:128) warning 

that “obtaining valid constructs in social research is difficult”. Accordingly, the Marcos and 

Macauley (2008) AAR framework provides a useful starting point. In view, of the fact that the 

boundary around an instrument needs to be inclusive so that important dynamics are not 

omitted. Extending into interconnected dynamics that may plausibly challenge resilience in the 

foreseeable future may increase the value of the instrument. The need for sustainable 

development, the advantages of circular economics and green growth, and the possibility of 

leveraging technology convergence to build smart cities are closely connected and may be 

predetermined dynamics. Challenges to organisational resilience may be located along a 

continuum, reflected by the so-called “systems thinking iceberg”. The iceberg analogy 

separates different observed levels of dynamics in the environment that may influence 

resilience in “events, patterns of behaviour over time and the structure of systems” (Van der 

Merwe 2008:221). This separation clarifies the potential duration and magnitude of the impact 

of the resilience challenges. Van der Merwe (2008) explains that the value of using the iceberg 

analogy is that it reminds us powerfully that uncovering patterns and structure is difficult as 

they may be found below the waterline and using the iceberg analogy may be difficult to 

uncover. Events, on the other hand, are above the waterline and most often what we readily 

observe and react to. Enabling resilience requires sense-making of unfolding patterns and 

understanding systemic structure to enable high leverage interventions that ensure 

organisational resilience. Table 3.4 provides a taxonomy of resilience dynamics. The 

proposed taxonomy describes the duration and magnitude, as well as numerous past and 

emergent examples, for each level.  
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Table 3.4: Proposed taxonomy of resilience dynamics and potential impact 

Category level Duration Magnitude 
Past and Emerging 
Examples 

Event level impact Instantaneous Localised Terror attacks, 
cyberattacks 

Pattern level impact Cyclical, breaching of 
thresholds 

Regional, sectoral Migration to cities, 
droughts, climate 

Change 

Structural change or 
disruption 

Permanent, disruptive Global including 
national, regional and 
cities 

Technology 
convergence, 
disruptions to 
transportation and 
energy 

Source: Author’s own research 

Examples of events-level shocks and challenges to resilience along this continuum are the 

9/11 terror attack on the New York World Trade Centre. It is widely accepted among global 

scenario planning practitioners that there are additional examples of potentially high impact 

events that may occur in future such as “a nuclear detonation on a major metropolis” (Buffett 

2002), cyberattacks on information technology (IT) infrastructure (CSIS 2008) and an 

electromagnetic shock (EMS) that seriously damages electricity generation, distribution and 

transmission infrastructure (Economist 2017).  

Examples of patterns of behaviour over time that may challenge organisational resilience and 

that may also reach critical thresholds include extreme climate volatility resulting in hurricanes, 

water and food insecurity, a viral attack on humanity of the magnitude of the Spanish influenza 

of 1918 and rapid urbanisation to African and other global cities. Mills and Trott (2015) posit 

that by 2050, 80% of all people living on the African continent will be living in cities. Brand 

(2017a) insists that the rapid global migration to cities may be “the defining characteristic of 

the 21st century”. He goes on to make the link between the dominance of western cities such 

as New York, London, Paris, Berlin, Frankfurt, Stockholm and Rome and western global 

dominance per se. He posits that as eastern cities such as Tokyo, Singapore, Shanghai, 

Mumbai, Beijing and others emerge, dominance may be shifting towards the east. 

There may also be structural or systemic (these two words are used interchangeably) 

challenges to organisational resilience such as the “technology convergence” (Schwab 

2016a). Example of disruption at a structural level come from Seba (2016), whose analysis of 

technology-based disruption points out that disruption takes place “when a combination and 

convergence of technologies makes it possible, through innovation, for entrepreneurs to 

create new markets” Seba (2016). These forces may also significantly transform or destroy 

existing products, market categories and entire industries. He specifically identifies energy 

and transportation disruptions. In his conference presentation, Seba (2016) also provides 
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projections based on technology cost curves, business model innovation and product 

innovation. His analyses posit that by 2030–2050 and beyond: 

 “all new energy will be provided by solar or wind; 

 all new mass-market vehicles will be electric; 

 most of these vehicles will be autonomous (self-driving) or semi-autonomous; 

 the car market will shrink by 80%; 

 gasoline will be obsolete; nuclear is already obsolete; natural gas and coal will be 

obsolete; 

 up to 80% of highways will not be needed; 

 up to 80% of parking spaces will not be needed; 

 the concept of individual car ownership will be obsolete; 

 the Car Insurance industry will be disrupted; and  

 the taxi industry will be obsolete” (Seba 2016). 

Seba’s analysis, which he calls “clean disruption” (Seba 2016), makes a case for disruptions 

that, in terms of Taleb’s antifragile theory (Taleb (2012), may enable organisations to gain 

from the disorder that results from the disruptions Seba describes. These disruptions may over 

time enable adaptation, recovery, sustainable development, green growth and smart 

organisations. Anticipation processes which provide a planning focus in the 20 to 25, year 

range such as scenario-based strategy and SD modelling may be required to anticipate 

resilience challenges. 

From systems theory we know that time delays can result in a propensity for a system to 

overshoot or undershoot resulting in disruption, underlining the need for anticipating 

discontinuities before they occur. Time delays, such as the time it takes to retrain people 

whose jobs have been made redundant, pose a specific systemic challenge for organisations. 

For another example, structural or systemic instability in electrical energy supply versus 

demand is a case in point for the propensity to undershoot or overshoot. It takes approximately 

fifteen years from power station concept design to build a modern 3500, megawatt, coal-fired 

power station and start to transmit energy. Electricity demand closely follows economic 

growth. If an electricity utility is to match supply with demand, this time delay in bringing 

additional capacity online, on time and on quality (and safely) requires anticipating the 

economic growth fifteen years in advance. The propensity to overshoot or undershoot may be 

structurally or systemically part of this industry. So long as the business model for energy 

generation and distribution remains as is, with large generation plants built to distribute 

electricity via long-distance transmission and local, municipal distribution networks, this may 



Page 106  

be true. Subsequently, technology convergence, together with the development of renewable 

energy resources such as the storage, photovoltaic collectors and wind energy underway, 

may initially disrupt this industry as well resulting in the medium to long term in a more reliable 

distributed, “clean” and sustainable energy system – hence supporting Taleb’s “antifragility” 

notion. Interdependence and the need for fit between organisations and their environment 

fulfils the need to anticipate and adapt to events that may affect them. Patterns of behaviour 

over time also require adaptation as well as adjustments in development priorities in order, to 

recover and survive intact.  

Leveraging a discontinuity to enable recovery or springing back to accelerate sustainable 

development can be enabled by state-of-the-art, thoughtful anticipation processes such as 

scenario-based strategy and SD Models. Thus, sustainable development may provide an 

economic base and a platform from which to enable green growth and smart cities.  

Climate change, terror attacks and technology convergence disruptions are treated here as 

predetermined forces that will most likely may affect organisations and challenge their 

resilience in the next 20 to 25 years, in some cases resulting in antifragility and accordingly 

improving whole systems.  

3.11  Towards an inclusive holistic framework for organisational resilience 

Predetermined dynamics that may challenge organisational resilience exist along the 

continuum of Events (e.g. viral, nuclear, terrorist or cyber-attacks), Patterns of Behaviour 

(climate volatility and its consequences) and Structural challenges such as the technology 

convergence consisting of a number of deep shifts contained in the fourth industrial revolution 

described by Schwab (2016b) and the consequences in energy and transportation for city 

government resilience as pinpointed by Seba (2016). 

The predetermined forces described above may have an impact on organisations along the 

continuum of events, patterns of behaviour and systemic structure and form a basis for 

extending the AAR meta-framework to include sustainable development, green growth and 

smart cities. Capability (C), Cross-cutting Competencies (CC), Anticipation (A), Adaptation 

(A), Recovery (R) and Sustainable Development (SDev), Green Growth (GG) and Smart 

Organisations (SO) and, in the case of metros, Smart Cities (SC) form a comprehensive, 

holistic and functional framework along the continuum of dynamics that have an impact on 

organisational resilience.  
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Meta-framework:  

A Meta-framework is used here to describe the overarching structure of factors and 

descriptions. Items that fall within these factors are grouped together based on their relevance 

to a specific factor within the overall Meta-framework. The factors within the Meta-framework 

are listed below. 

 Capability (C) 

 Cross-cutting Competencies (CC) 

 Anticipation (A) 

 Adaptation(A) 

 Recovery (R)  

 Sustainable Development (SDev) 

 Green Growth (GG)  

 Smart Organisations (SO) and Smart Cities(SC) 

The meta-framework is abbreviated as C, CC, A, A, R, SDev, GG, SO and SC.   

As far as a functional framework of resilience C, CC, A, A, R, SDev, GG and SC for gauging 

organisational and city government resilience is concerned, the functional framework 

underlines the need to view resilience holistically and as interconnected along a continuum 

from events that may challenge resilience through patterns of behaviour to structural systemic 

shifts that may challenge resilience. In another framework, national resilience, organisational 

resilience in general and city government organisational resilience specifically are also seen 

as overlapping and interdependent. 

3.12 Functional framework for resilience C, CC, A, A, R, SDev, GG and SC for 
gauging organisational and city government resilience 

The functional framework examines the purpose of the various Factors and Items in the 

diagnostic instrument. It underlines the need to view resilience holistically and as 

interconnected along a continuum from events that may challenge resilience through patterns 

of behaviour to structural, systemic shifts that may challenge resilience. National resilience, 

and city government organisational resilience are also seen as overlapping and 

interdependent. 

3.12.1 Functional analysis of resilient city government 

Modern government consists of the rule of law, accountability and capability (Fukuyama 

2011a, 2011b). A constitution, when treated as the supreme determinant and code of legal 

behaviour, provides the foundation for the rule of law. Accountability for government means 
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compliance with the rule of law.  Capability may be conceptualised as “leadership, strategy 

and delivery” (APSC 2017). The, APSC (2017) points out that “[t]he Australian Public Service 

(APS) needs to build and sustain organisational capability to respond effectively (and at pace) 

to contemporary needs, to build capability in advance of need when emerging needs can be 

reasonably anticipated, and to establish resilience to cope well with the unexpected.” 

According to the Australian Public Service Commission (APSC 2017):  

“Organisational capability extends beyond the capability of employees. It combines 

people skills with the organisation’s processes, systems, culture and structures to 

deliver business outcomes. People and systems – whether ICT, financial or workforce 

planning – need to be consciously aligned to corporate outcomes and priorities, and 

lines of accountability for the performance of systems will be clear. Governance 

systems need to ensure that large projects are managed with a strong emphasis on 

effective risk management. There must also be a focus on project implementation, 

supported by coordinated implementation strategies, the development of project 

management capability, and adequate business continuity planning”.  

The APSC goes on to explain that “[l]eadership consists of setting direction, motivating people 

and developing people. Strategy consists of scenario-based strategy, outcomes focused 

strategy, evidence-based choices, collaborating and building common purpose. Finally, 

Delivery consists of goal-setting and managing performance, shared commitment and sound 

delivery models, planning, resourcing, innovative delivery” (APSC 2017). 

In further extensions to the AAR starting point, Fukuyama (2011a, 2011b) pinpoints capability 

as one of three key aspects, namely, the rule of law, accountability and capability that enable 

modern government. Capability as conceptualised by the APSC may be developed by 

enabling cross-cutting competencies. Therefore, capability and cross-cutting competencies 

are added as prerequisites for a resilience strategy and further extend the AAR framework. 

The factors in the meta-framework that may influence city government resilience are 

subsequently described as a basis for diagnosis:  

 Capability (C): Capability as comprised of leadership, strategy and deliver (APSC 

2017). Capability may be summarised as the ability to formulate robust strategy and 

policy and to execute these on time, on budget and on quality.   

 Cross-cutting competencies (CC): Cross-cutting competencies underpin capability 

and may include those competencies that support high leverage points across the 

Factors that enable a resilience strategy, A, A, R, SDev, GG, and SC. 
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 Anticipation (A): Anticipating immediate short-term shocks, as well as medium and 

long-term shocks. Scenario-based strategy enables shifting assumptions in the minds 

of executive leadership, executive managers and decision-makers. In addition, SD 

modelling can be used to understand dynamics up to and including a 20 to 25-year 

planning time horizon. 

 Adaptation (A): Absorbing short-term shocks by ensuring that a water supply, food 

and effective communications are available to coordinate adaptation activities, as well 

as starting the process of adapting to shocks that may persist in the medium term and 

long term. In addition, resolution of key leadership tensions and taking an 

unambiguous stand for policy that supports recovery, sustainable development, green 

growth and smart cities. 

 Recovery (R): Springing back to the position that prevailed prior to the shock. There 

may be established change management infrastructure such as a strategy, leadership 

and engagement (SLE) forum. Building shared vision and a sense of urgency led by a 

powerful inclusive coalition which regularly engages in the SLE strategic conversation. 

The SLE delivers short-term wins for the resilience strategy as well as institutional 

capability to sustain recovery and embark upon sustainable development initiatives. 

High organisational trust enables responsiveness, agility and resilience. 

 Sustainable Development (SDev): Compliance with the SGDs, the Paris Agreement 

2015 and the SENDAI Framework for disaster risk reduction 2015–2030 as well as 

integration with the UNISDR Strategy Framework 2016–2021 (UNISDR, 2016a); 

enrolment in the global city mayoral parliament resolutions; focused engagement with 

the NDP and municipal mandate for development; small, micro and medium enterprise 

(SMME) development; engaging communities, including youth, in sustainable 

community investment programme (SCIP) development initiatives, including service 

delivery; attracting and nurturing talent; and enhancing education and learning quality 

through teacher development support.  

 Green Growth (GG): Beyond sustainable development, there is movement towards 

zero carbon emissions; industrial ecological interconnectedness towards circular 

economics; recycling of waste as feedstock and improved utilisation of natural 

resources through beneficiation; continuously reducing carbon footprints and reduction 

of consumption patterns.  

 Smart Cities (SC): Technology-enabled, emphasising ICT-enabled cities. Leveraging 

relevant deep shifts (Schwab 2014) applicable to cities to enable smart cities; enabled 

by e-governance competencies; leveraging technology convergence driven 

disruptions to enable antifragility properties. 
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Interconnected with the meta-level of the diagnostic there are items within each factor which 

form part of the meta-factors framework in the diagnostic instrument. This diagnostic process 

may provide the basis for learning and adjusting in high leverage areas through the skilful use 

of the proposed diagnostic instrument and double-loop learning. It should be noted that it is 

beyond the scope of this research to develop an instrument for gauging city government 

resilience that has been calibrated statistically for reliability and validity.  

3.13 Synopsis of organisational resilience dimensions 

An organisation may be viewed as an ecology of human activity. Organisations when viewed 

holistically need to be led and engaged in the service of building an organisational resilience 

strategy. All the important interdependent aspects of organisational behaviour that affect 

resilience should be considered and the highest leverage areas identified to build 

organisational resilience with an economy of means. 

Gibson and Tarrant (2010) pinpoint capability as being central to a resilience strategy and 

provide a range of conceptual models for such a strategy. In their triangle model in Figure 3.1 

which identifies resources and infrastructure capabilities, they summarise the process 

capabilities and leadership, people and knowledge capability at the interface between a cycle 

of fitness for purpose, flexibility, capacity and tenacity and the context of the organisation. 

Denyer (2017:9) points towards the management and leadership responses contained in the 

organisational resilience tension quadrant in Figure 3.3 and goes on to identify managerial 

dilemmas and responses in Figure 3.4. Meadows (2008:76) provides a systemic definition of 

resilience as feedback loops. In their Resilient Organisation Research Programme, the 

Universities of Canterbury/Auckland (2012) identified three clusters in Figure 3.5 in terms of 

which resilience can be gauged, namely, leadership and culture, networks and relationships 

and change ready clusters.  

Schools of thinking on resilience strategy are identified in terms of a rationalist paradigm, an 

evolutionary paradigm, a processual paradigm (Van der Heijden 1996:23-26) a social justice 

evolution paradigm (Laloux 2014:43) a self-organising system paradigm (Senge et al. 1994) 

and an antifragile paradigm (Taleb 2012:17). Organisational resilience may be framed as a 

learning process. Models for learning include Kolb’s (2008:42–68) experiential learning. In 

addition, Argyris (1992) describes single-loop and double-loop learning with Sterman 

(2000:16) identifying learning disabilities. Capacity limits on the effectiveness of learning may 

be governed by conversation quality and engagement for competent leadership (Van der 

Merwe et al. 2007). TQM and Kaizen are described as double-loop learning that challenges 

organisational thinking and assumptions and enables quality improvement as continuous 
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learning and structured innovation (Morgan 1997:93, 94). Re-tuning the human mind at scale 

to enable sustainable development is advocated (Whybrow 2015).  

Stratified theory on the requisite organisation specifies seven levels of hierarchy and a 

planning time horizon of 20 to 25 years within a total organisational system description (Jaques 

2006). Scenario-based strategy enables double-loop learning (Van der Merwe 2008). Jaques 

(2013:15) and Shockley-Zalabak et al. (2010:20–43) identify organisational trust as an enabler 

of responsiveness and through this organisational resilience. Resilience as first-order fit with 

the future contextual environment may be identified as an enabler of resilience. Second-order 

fit may be described as the fit between strategy enabling processes and cross-cutting 

competencies, scenario-based strategy, building strategy and alignment, leadership 

development, conversation quality and engagement, management of accountability, 

performance systems thinking and change management infrastructure (Van der Merwe 

2008:222). Competent servant leadership is described in terms of displaying presence. 

Servant leadership is underpinned by leadership responsibilities and competencies such as 

building a shared vision, creating the capacity to act, thinking and acting systemically, 

conversation quality and engagement for building alignment, sustainability and resilience, 

good governance systems, engaging and involving others as coach, mentor and educator (to 

build capacity), building and rebuilding feedback processes (Kleiner and Roth 2008:108), and 

as taking a stand (Friedman 1985). Capability is defined as the power to do or achieve goals 

(Oxford Concise Dictionary 1982:135) and organisational resilience is conceptualised as the 

ability to formulate robust plans and policy and to execute such plans on time, on budget and 

on quality.  

The Japanese resilience strategy that followed the nuclear bombs dropped on Nagasaki and 

Hiroshima initiated an industrial resilience strategy which developed a process methodology 

total quality control (TQM) and Kaizen (Imai 1986). Continuous improvement is defined as “a 

system for producing economically the goods and services that satisfy customer needs (Imai 

1986: xxii). 

The rationale for extending the AAR framework may be, located in predetermined challenges 

to resilience emanating from events such as among others, events such as terror attacks, 

patterns of behaviour over time such as climate volatility, and structural dynamics such as 

energy and transportation disruptions (Seba 2016), as well as technology convergence within 

the so-called fourth industrial revolution (Schwab 2016b). An extended holistic functional 

analysis to gauge organisational and city government resilience includes capability which 

consists of leadership as taking a stand, scenario-based strategy and service delivery. 

Capabilities are underpinned by capacity building in cross-cutting competencies which enable 
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anticipation, adaptation, recovery, sustainable development, green growth and smart cities 

abbreviated as C, CC, A, A, R, SDev, GG, SC. 

3.14 Conclusion 

The purpose of this chapter was to operationalise the second research question, namely, the 

paradigmatic developments, schools of thinking, theoretical principles, theories and models 

for organisational resilience. The third research objective was to use the AAR meta-framework 

as a starting point for developing a functional, holistic framework within which a diagnostic 

instrument could be designed. 

It was established that organisational resilience may be achieved within a processual 

paradigm, enabled by a quality, strategic conversation between executive leadership and 

executive managers individually, and in the context of an SLE forum consisting of an inclusive, 

powerful coalition of leadership. The diagnostic as a frame of reference for high leverage areas 

may be used to focus this conversation.  Diagnosis and prioritisation may take place and 

actions decided which may be executed with an economy of means, together with TQM, as a 

basis for structured innovation of quality. This process may also result in structured innovative 

and continuous improvement, value-for-money city government.  

In the external environment, there are emerging predetermined dynamics that are relatively 

certain to have an impact on city government resilience. For example, more people on the 

planet than it can support, migration to cities, climate volatility, technology convergence, 

disruptors in transportation and energy, and terror attacks (nuclear and cyber). These 

challenges to organisational resilience require that the initial AAR framework be extended to 

include preceding AAR factors by enabling capability through capacity-building in cross-cutting 

competencies, consequently adapting to dynamics, recovering from challenges and then 

extending from this basis into sustainable development, green growth and smart cities. Smart 

cities may be enabled by incorporating smart technologies such as sensors offered by the IoT 

in city government organisations, as well as massively increased portable computing power 

and storage. In the face of predetermined dynamics, competencies in scenario-based 

strategy-making, SD modelling, organisational trust-building and requisite organisational 

principles are key enablers for ensuring city government responsiveness and through this 

resilience. Urbanisation may enable city government organisations to act as the fulcrum for 

sustainable development projects that enable a developmental state learning cities and 

greater city government resilience. Through greater city government resilience across regions, 

a critical mass for enabling national resilience and national sustainable development may be 

built. 
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Servant leadership, openness to learning, trust, an enabling culture, together with goal-setting 

and a review of progress, provide the primary platform for building capability through capacity-

building for anticipation, adaptation, recovery, sustainable development, green growth and 

smart cities. 

In the next chapter, city government resilience in South Africa, as the primary focus of this 

study, will be explored. 
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CHAPTER 4 – CITY GOVERNMENT RESILIENCE IN THE REPUBLIC 
OF SOUTH AFRICA 

4.1 Introduction 

In the previous chapter, paradigmatic developments, schools of thinking, theoretical principles, 

theories and models for organisational resilience were analysed and applied in a functional, 

holistic framework within which to develop a diagnostic instrument for gauging city government 

resilience. 

The purpose of this chapter is to apply these analyses to drafting a diagnostic instrument for 

city government resilience within the socio-political-economic context of cities in South Africa. 

This will be done by identifying key systemic structures that influence city government 

organisational resilience. This includes identifying high leverage areas within the extended 

AAR framework together with descriptors of factors and items for the process of gauging and 

scoring these. Capability enabled by cross-cutting competencies has been identified as the 

basis for capacity building. The foundations of modern government are identified together with 

the mandate for local government in South Africa and how local government may support the 

developmental state. The context of cities and local government in both South Africa and 

across Africa is described in terms of key external and internal dynamics. In describing the 

socio-political-economic context, the principles and frameworks of a scenario-based strategic 

approach are used for the classification of various contextual forces that may influence city 

government resilience. Developing and testing a resilience strategy for robustness may also 

be best served by adopting these principles. For example, there may be predetermined 

contextual forces that will have an influence on city government resilience. However, many of 

the contextual forces may be uncertain and their impact on cities may best be anticipated by 

applying a scenario-based strategic approach.  

As there may be an association between economic freedom and development, the key 

principles of economic development and transformation are pinpointed in terms of the 

principles of economic freedom. The basis for attracting FDI, as well as city government 

revenue management and the cost of government, are also described. Capability and capacity 

building in cross-cutting competencies within intact management and executive teams and 

individuals through personal development planning are identified, describing selected high 

leverage processes and aspects that may enable capability. Change is assumed to be a 

permanent dynamic in the contextual environment that city governments need to deal with; 

this can be done by means of an inclusive management process and infrastructure. This 

suggests that infrastructure should be built that sustains a continuous successful process of 
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ensuring fit within an unfolding context in order, to ensure that city government resilience is 

sustained. Developmental cities will support national developmental policies by focusing on 

national development planning and sustainable community investment programmes. These 

programmes can be engaged to address specific dynamics that have an influence on cities. 

Disruptive dynamics may initially challenge city government resilience and then become 

forces for antifragility, where city government improves as a result, of this disorder. In addition, 

circular economics are supported, which enables so-called green growth and smart cities. An 

inclusive holistic diagnostic instrument is drafted consisting of two levels of diagnostics, 

namely, factors as a meta-framework to enable meta-diagnosis, and items within factors to 

enable diagnosis which are clustered within meta-categories.   

A key dynamic which currently requires constant anticipation and adaptation by cities is the 

unresolved dilemma of policies flowing from the “official” National Development Plan (NDP) 

and the so-called National Democratic Revolution (NDR). Adopting a centralist NDR ideology 

could lead to central government taking upon itself responsibilities that may be inappropriate 

for national government. This could result in the restriction of freedom at city government level, 

resulting in inefficiencies, wastage and lack of resilience. Owing to migration to urban areas, 

specifically cities, cities have an increasingly important part to play in national development. A 

lack of resilience on the part of city government because of its interdependence with national 

responsiveness could result in a lack of resilience nationally and vice versa.  

The way in which states and cities are governed has evolved over centuries and continues to 

evolve as their context becomes more volatile and uncertain. Many of the interconnections 

and interdependencies that determine resilience are unclear. The overall trajectory and 

evolution of government may be moving away from government that is dependent on the 

values and attitudes of leadership personalities towards inclusively agreed principles of 

governance as embodied in a constitution or a municipal mandate. These visionary 

agreements provide a basis for the rule of law, accountability and service delivery, policy and 

decision-making. Scholars of resilience have been stimulated by events that challenge city 

government resilience such as terror attacks and natural disasters. Because they are closely 

associated, the principles of resilience and sustainable development may be addressed 

simultaneously by a form of governance that is in the process of evolving away from a kinship-

based, patrimonial system towards a more inclusive, holistic system, termed “modern 

government”, which will be explored below.  
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4.2 Origin and foundations of modern government 

Fukuyama describes Chinese tribal society from its origins in 5000 Before the Christian Era 

(BCE), when there were approximately 3000 polities, to 221 BCE, when there was one polity, 

namely, the Qin Dynasty. He goes on to state that “progress in China from tribal to state-level 

society took place gradually with state institutions being layered on top of kinship-based social 

structures” (Fukuyama 2011a:98–99). 

Fukuyama traces the emergence and evolution of the modern nation state and its origin in 

trading city states (Fukuyama 2011a, 2011b). He identifies the requirements for modern 

government as the rule of law, accountability and capable government. These requirements 

also apply to city government. According to Fukuyama (2011a:321), political accountability in 

a modern government means that in an “accountable government the rulers believe that they 

are responsible to the people they govern and put the people’s interests above their own.” He 

goes on to state that - 

“… accountability can be achieved in a number of ways. It can arise from moral 

education, which is the form it took place in China and countries influenced by 

Confucianism. Princes were educated to feel a sense of responsibility to their society 

and were counselled by a sophisticated bureaucracy in the art of good statecraft” 

(Fukuyama 2011a:321).  

Ultimately the purpose of a government is limited to specific responsibilities which may best 

be discharged on behalf of and funded by taxes on its citizens. These responsibilities are 

determined by the context within a specific government functions and may be limited by what 

it is capable, of executing. 

4.3 Limits of government – new realities  

The dilemma inherent in centralised dirigiste policy as opposed to delegated authority to act 

locally contains within it the two extremes of a dilemma between on the one hand enforcing 

control from the apex or centre of an organisation or on the other hand enabling self-control 

locally or on the boundary of an organisation. In terms of resolving such dilemmas effectively, 

lopsided thinking may result if one or the other extremes of this continuum is favoured to the 

exclusion of the other. In their contingency theory, Lawrence and Lorch (1987) posit that the 

greater the volatility in the context the more flexible the organisational structure may have to 

be and vice versa the less volatile a context the more rigid the structure. In the context of 

enabling city government resilience, the current volatile context specifically in the service 

delivery area may point towards greater locally based self-control at city government level 
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while maintaining a measure of appropriate central control at the national level to discharge 

the minimum obligations of a modern government. In the African context, the so-called “big 

man” political leadership reflects a lopsided resolution of this dilemma by control from the 

centre with the “big man” at the apex. Mnguni (in GGA 2017:12) argues that the electoral and 

political structures and systems of many African states give a preponderant amount of power 

to the leader, and elected governments with large majorities, with few checks and balances. 

Mnguni argues that “[t]his prevalence of big man politics in Africa is not only structural but also 

due to a defect in character among the Africa leaders who think that no other person can lead 

their countries” (GGA 2017:13). There are indications that both elements play a role in Africa’s 

continued tendency towards “big man” politics. This tendency results in trying to extend the 

stay in power for the big man and also a tendency towards centralised dirigiste governance.    

Drucker (1994:6) argues that “[t]he essence of totalitarianism is the assertion that the 

collective, the party, the state, the Aryan race, the ethnic group (and their ‘big man’) is the 

absolute. The definition on which all later totalitarian regimes have been based: Lenin’s own 

party, Mussolini’s, Hitler’s and Mao’s” (Drucker, 1994:7). Drucker goes on to argue that one of 

the dominant political debates has been between “the believers in a ‘welfare state’ in which 

there are democratic restraints on government and on its control of the economy and society, 

on the one hand, and the believers in totalitarianism either of the Marxist or the Anti-Semitic 

persuasion, who preached and practised absolute, unrestricted government power” (Drucker 

1994:8). He goes on to state that “the political doctrines which the slogans of the welfare state 

or of communism reflect have ceased to have much relevance or reality, politically, socially, 

even economically” (Drucker 1994:9). This ideological discourse may be reflected in the 

economic discourse in South Africa. As a contribution to this discourse few books in history 

have had a greater impact on society and economics than Adam Smith’s Wealth of Nations 

(1776). Smith had little love for businessmen and even less for self-interest. Smith argued that 

government by its very nature cannot run the economy, not even poorly. Drucker (1994:59) 

adds that “soon the argument turned from what government can do to what government should 

do”. Hayek (1944), in his anti-government tract The Road to Serfdom, a discourse on the 

relationship between individual liberty and government authority, did not argue government 

incompetence but came, to the conclusion that the nature of information “makes it impossible 

both in theory and practice for government to manage or even to control the economy” (in 

Drucker 1994:59, 60). Hayek was the first scholar to raise the question of the limits of 

government. When Margaret Thatcher became prime minister of Great Britain she started to 

privatise amongst others many of the state-owned enterprises. Since then privatisation has 

not only become the programme of conservatives like Thatcher of Great Britain or Chirac in 

France; “[i]t has also become the official policy of Communist China” (Drucker 1994:61). 
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Another form of privatisation is moving faster still: letting private contractors take over public 

service delivery on a competitive bid basis. In light, of this trend there may no longer be any 

doubt that there are limits to what government can do and alternate methods of delivering 

services. According to Drucker (1994:63) there are three reasons for this dramatic change: 

 “The failure of government programmes and government operations since the second 

world war; 

 there are limits to what taxation and spending can achieve; and 

 there are limits to government’s ability to raise revenue.” (Drucker 1994:63). 

Drucker points out that “[a] government activity can only work if it is a monopoly. It cannot 

function if there are other ways to do that job, that is, if there is competition” (Drucker 

1994:67, 68). He argues that whatever non-governmental organisations in the broadest sense 

(including the so-called private sector) can do better or do just as well should be not be done 

by government. In the context of the emergent South African constitutional democracy, a 

range of ideologies, principles and concepts are currently held by different groups in 

government. The consequences of these ideologies, principles and concepts are in the 

process of being clarified. It may therefore be useful to further clarify the context in which 

governments may find themselves and the principles of modern government as a guide to 

modern city government. 

4.4 Emerging government – contextual and conceptual framework   

According to Fukuyama (2011b:287), “patrimonialism characterises many of the (post-

colonial) African states”. He goes on to state that these are “governments are staffed by the 

family and friends of the ruler and run for their benefit. Modern governments, by contrast, are 

supposed to be staffed by officials chosen on merit and expertise and run for the benefit of the 

broad public interest”.  With the outward form of a modern state, a neo-patrimonial government 

sometimes has a constitution, presidents and prime ministers, as well as a legal system and 

pretentions of impersonality. Nevertheless, the actual operation of the government remains at 

the core a matter of sharing state resources with friends and family. He terms this “neo-

patrimonial”. According to Fukuyama (2011b:287) the characteristics of African neo-

patrimonial rule are: 

 “personalism - the figure of the president or big man to whom all individuals owed 

loyalty (virtually all African postcolonial political systems were presidential rather than 

parliamentary, and all president were male); and  
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 the use of state resources to cultivate political support, which resulted in pervasive 

clientelism” (Fukuyama 2011b:257). 

Fukuyama (2011a:321) points out that in modern government “accountable government 

means that the rulers believe that they are, in terms of a constitution, responsible to the people 

they govern and put the people’s interests above their own”. Formal accountability is 

procedural. The government agrees to submit itself to certain mechanisms that limit its power 

to do as it pleases – so-called checks and balances. Ultimately, these procedures (which are 

usually spelt out in constitutions) “allow citizens to replace the government entirely for 

malfeasance, incompetence or abuse of power” (Fukuyama 2011a:322). The South African 

Constitution which has been widely hailed as the most advanced constitution in the world also 

contains in it a mandate for municipalities, defining their mandate as the vanguard of the so-

called developmental state.  

Fukuyama provides an overview of the emergence of the modern state (Fukuyama 2016b, 

2016b). It can be said that city government per se and city government resilience in particular 

may also rest upon the premises of modern government, namely, the rule of law, accountability 

and capability, and by building on these foundations an effective resilience strategy can be 

developed. 

4.4.1 Capability in government 

According to Osborne (1993:349), “reinventing government” has erroneously been seen as 

referring to reinventing federal government. The solutions to problems in government have 

been emerging from local state government and local government. He points out that in 

America many dedicated people in government are trapped in ineffective government systems 

that are cumbersome and provide little incentive for improving performance. He pinpoints that 

“doing business in an outmoded way” (Osborne 1993:349) seems to be the fundamental 

problem with government. As society is transformed by both technology and social changes, 

the public sector should be widening its choice of service providers in line with the wide choice 

offered by business. According to Osborne, the move in business “to empower employees, 

introduce quality circles, measure performance and focus on improving quality should also be 

applied in the public sector” (Osborne 1993:351). In fieldwork with Gaebler, Osborne 

uncovered “ten principles that underscore how public entrepreneurial government 

organisations structure themselves. They pinpointed the points of leverage that move them 

from centralisation to decentralisation, from monopolies to competition, from bureaucratic 

mechanisms to market mechanisms, from funding inputs to funding outcomes or results” 
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(Osborne 1993:352–356). Osborne and Gaebler (1992) found that entrepreneurial local 

governments were: 

 “catalytic governments, steering by using contracts, vouchers, grants and tax 

incentives; 

 community-owned, empowering by pushing control out of the bureaucracy into the 

community; 

 competitive, injecting competition into service delivery; 

 mission-driven government, transforming rules-driven organisations thus enabling 

managers to find the best way accomplish that mission; 

 results-driven government, funding outcomes not inputs; 

 customer driven government, meeting the needs of customers not the needs of the 

bureaucracy; 

 enterprising government focussed on earning rather than spending; 

 anticipatory government preventing problems rather than curing problems with 

services; 

 decentralised government moving from hierarchy to participation and teamwork; 

 market-orientated government leveraging change through the market rather than 

administrative systems” (Osborne and Gaebler 1992: ix, x). 

According to Osborne and Gaebler (1992:112), “the impulse to control is embedded in almost 

every set of rules by which government operates: the budget system, the personnel system, 

the procurement system and the accounting system. Rule-driven government may prevent 

some corruption, but at a price of monumental waste”. The findings by Osborne and Gaebler 

(1992) with entrepreneurial local governments point towards an inclusive holistic approach to 

reinventing government. In the United Kingdom (UK) Public Service, “Capability Reviews” 

were conceived in 2005 as a way to reinvent government in the UK and were launched by the 

Cabinet Secretary as a way “to hold government department leaders to account for improving 

their departments’ capability to deliver” (Institute for Government 2005:1). In an evaluation of 

the capability reviews programme it received mixed reviews among senior civil servants in a 

survey of 219 directors and deputy directors. These were reported as follows, “8% responded: 

Very effective, 56% responded: Quite effective, 25% responded: Not very effective, 3% 

responded: Not at all effective and 4% responded: No changes implemented yet” 

(Sunningdale Institute 2007:19). In 2009, the UK House of Commons Public Accounts 

Committee published an assessment which concluded that “the introduction of Capability 

Reviews is a significant advance in bringing transparency and comparability to how 
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government departments are assessed”. It goes on to recommend that, if Capability Reviews 

are to secure sustainable improvements, there needs to be: 

 “improved metrics; 

 external benchmarks against which to compare; 

 a much stronger culture of individual performance linked to overall delivery metrics; 

 higher confidence levels; 

 strong, strategically focused senior management; and 

 improved insight into service delivery partners similar, to private sector organisations.” 

(United Kingdom, House of Commons 2009:5, 6). 

A number of these recommendations are touched on and reflected by the 80/20 report by the 

IRR (2014:16,17) in which it pinpoints the “root problems facing local government.” (in South 

Africa) as “political appointments, lack of capacity[capability] and lack of accountability”. 

The Australia Public Service (APS) follows and improves on the UK Capability Assessment 

by focusing and defining capability. The APS positions its capability framework at the centre 

of its initiative to reinvent government which may provide an organisational focus in city 

government and a holistic frame of reference for enabling capability through capacity building. 

The Australian Public Service Commission’s (APSC) descriptions of capability may be useful 

in a diagnostic for gauging city government resilience. 

The APS and specifically the APSC have, as priority, to build and sustain organisational 

capability in order, to respond effectively (and at pace) to the contemporary needs of modern 

government and the dynamics in the environment, and to build capability in advance of these 

needs. Emerging needs can be reasonably anticipated, and resilience established to cope 

well with unexpected shocks (APSC 2017). The APSC points out that organisational capability 

extends beyond the capability of employees and combines people skills with the organisation’s 

processes, systems, culture and structures to deliver outcomes. People and systems need to 

be consciously aligned to overall organisational outcomes and priorities with lines of 

accountability that are clear for the performance of systems. Governance systems need to 

ensure that large projects and contractors are managed with a strong emphasis on effective 

risk management. There should also be a focus on project implementation, supported by 

coordinated implementation strategies and the development of project management 

capability. 

According to the APSC “it has developed this capability framework (see Figure 4.1 below) as 

a basis for its capability assessment process”. The APSC goes on to state that “[i]t is 
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deliberately selective and focuses on the most crucial [high leverage] areas of capability and 

key enablers of successful performance namely leadership, strategy and delivery” (APSC 

2017). The APSC describes these aspects of its capability assessment framework as follows: 

 “leadership: the critical juncture between government policy and strategy execution 

and delivery; 

 strategy: the high-level strategy developed by public service agencies to meet the 

government’s policy directions; and 

 delivery: the capability that agencies need to deliver on time and on budget the 

government’s policy through high-quality programs and services” (APSC 2017). 

The APSC adds:  

“…the 10 elements of the model, grouped under these three key enablers, allow 

emphasis to be placed on capabilities that are of high importance and high leverage 

and are often unique to the public sector, for example, evidence-based policy 

development and collaboration across sectors and with other agencies to resolve 

cross-cutting issues”.  

The APS capability model (see Figure 4.1) provides a framework and common language for 

discussing and assessing organisational capability (APSC 2017). 
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Figure 4.1: APS capability model 

Source: APS Commission (APSC 2017) 

The APSC capability model contains three clusters which each contain descriptors of 

functionalities: 

 “Leadership: Set direction, Motivate people, Development of people; 

 Strategy: Outcomes-focussed strategy, Evidence-based choices, Collaborate and 

build common purpose; and 

 Delivery: Manage performance, Shared commitment and sound delivery models. Plan, 

resource and prioritise, innovative delivery” (APSC 2017). 

According to the APSC, leadership plays a key role in transforming organisational capability 

in the APS. In the APS model of capability, “leadership capability emphasises setting direction, 

motivating people and continuously developing employees as the key characteristics” (APSC, 

2017). One of the primary responsibilities is “Setting direction”.  By enrolling followers in a 

compelling and coherent vision for the organisation, leadership demonstrates its capability to 

set direction, together with leading and managing change and galvanising action. The APSC 

adds that “addressing and overcoming resistance when it occurs, is a critical leadership 
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capability in a rapidly changing environment” (APSC 2017). To develop people, leaders need 

to ensure that systems such as personal development planning and processes to build 

capacity are in place so that - 

 “the organisation has the people with the right knowledge, skills and attitudes to deliver 

the strategic outcomes, including identifying and addressing capability gaps evident 

now or expected in the future; 

 staff performance is aligned with the organisation’s strategic priorities and that 

performance is managed transparently and consistently – rewarding good 

performance and tackling poor performance; and 

 the organisation effectively identifies and nurtures leadership and manages talent in 

individuals and across teams” (APSC 2017). 

The APSC asserts that consistent delivery of services depends upon performance 

management through an organisation-wide performance management framework, aimed at 

building a performance culture that is responsive and aligned with the strategic direction of the 

organisation. Performance management underpinned by sound, well-resourced service 

delivery models which enable innovation are required to build organisational capability (APSC 

2017).  

4.4.1.1 Execution of plans 

The execution of strategy and plans, according to Bossidy et al. (2002), depends upon what 

they refer to as the missing link and the main reason why organisations and leadership fall 

short of their promises. According to Bossidy et al. (2002), to understand execution three 

important points must be accepted: 

 “execution is a discipline and integral to strategy; 

 execution is the major job of organisational leadership; and 

 “execution must be a core element of an organisation’s culture” (Bossidy et al. 

2002:21). 

Bossidy et al. (2002) assert that there needs to be a system of getting things done through 

questioning, analysis and follow-through. In addition, there needs to be an embedded 

discipline of comparing intent, strategy and policy with an honest assessment of current reality 

and aligning people’s energy with desired policy and goals. They go on to describe the building 

blocks for execution by citing leadership, building capability, culture change, choosing the right 

people, as well as line-of-sight connection between divisions, departments and jobs with their 
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role in executing policy. Regular reviews of current reality provide feedback on progress 

against goals. 

4.5 The South African Constitution as the foundation of the rule of law 

Building a shared vision within a municipality in South Africa may be built in alignment with the 

South African Constitution. The South African Constitution and the mandate for municipalities 

may be seen as the shared vision for city government in South Africa. 

Following the first democratic elections in 1994, the South African Constitution was developed 

and approved by Parliament in 1996 (South Africa 1996). It reflects a widely agreed, shared 

national vision for a future South Africa. The South African Constitution rose like the proverbial 

phoenix from the ashes of apartheid and was heralded by many in the world as the most 

advanced constitution in existence. Fukuyama (2011) describes in section 4.2 above the 

transition from a kinship-based tribal, patrimonial form of government to modern government. 

Modern government is represented by the transition away from rule by a tribal chief (or the 

“big man”) to accountability to the rule of law as embodied in and mandated by an agreed 

constitution. This mandate provides the basis of accountability by government to citizens and 

places an obligation on all citizens to uphold the Constitution based upon the rule of law. 

Enabled by capability within government, as defined above, taxes collected are applied in the 

service of complying with the mandate contained in the Constitution. The mandate to 

government in the South African Constitution cascades down to provincial and local 

government through specific mandates upon them. The mandate for municipalities governs 

their priorities, policy and decisions. The focus of this study is on the properties of a resilience 

strategy for city government and developing a diagnostic instrument to support city 

government in achieving this. Describing the municipal mandate within the context of the 

South African Constitution provides a frame of reference for city government resilience 

strategy.   

4.6 Mandate for local government  

The local government sphere in South Africa consists of three categories of municipalities, 

namely 8 metropolitan, 44 districts and 205 local municipalities. These municipalities obtained 

their mandate by the South African Constitution (Chapter 7, Section 151). Furthermore, the 

White Paper on Local Government (South Africa 1998) resulted in legislation pertaining to the 

local government sphere. To pinpoint the priorities, policy and structures of municipalities that 

may facilitate or hamper city government resilience, the municipal mandate is described 

comprehensively below.  
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Section 151- 

“(1) The local sphere of government consists of municipalities, which must be 

established for the whole of the territory of the Republic. (2) The executive and 

legislative authority is vested in its Municipal Council. (3) A municipality has the right 

to govern, on its own initiative, the local government affairs of its community, subject 

to national and provincial legislation, as provided for in the Constitution. (4) The 

national or provincial government may not compromise or impede a municipality’s 

ability or right to exercise its powers or perform its functions.  

 

Section 152 - 

(1) The objects of local government are-  

(a) to provide democratic and accountable government to local communities; 

(b) to ensure provision of services to communities in a sustainable manner; 

(c) to promote social and economic development; 

(d) to promote a safe and heathy environment; 

(e) to encourage the involvement of communities and community organisations in 

the matters of local government. 

(2) A municipality must strive within its financial and administrative capacity to 

achieve the objects set out in subsection (1)”. 

 

The above subsections (1)(b), (c) and (e) and (2) in section 152 above may have a bearing 

on ensuring the city government resilience contained and reflected in the municipal mandate. 

The primary accountability of municipalities is to the Constitution as well as the various pieces 

of local government legislation, including the following: 

 Local Government: Municipal Structures Act of 1998 

 Local Government: Municipal Systems Act of 2000 

 Local Government: Municipal Finance Management Act of 2003 

 Local Government: Municipal Property Rates Act of 2004 

 Local Government: Municipal Systems Amendment Act of 2011 

The Constitution provides municipalities with a measure of autonomy and gives them the 

responsibility to formulate local strategy and policy and to enact municipal legislation except 

for Education and Health. Municipalities have the specific responsibility to execute a 

developmental policy. However, this is limited by their capability and financial and 

administrative capacity (South Africa 1996 as amended).  
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4.6.1 Structure, roles and responsibilities of local government in South Africa 

As stated local government is structured into Categories A (metro), B (local) and C (district) 

municipalities. The overall objective and constitutional mandate of these municipalities is to 

focus on growing local economies and providing infrastructure and services to those living 

under their jurisdiction (IRR 2014). Municipalities classified as metropolitan municipalities (aka 

metros) must have more than 500 000 voters within their city boundary. Metropolitan councils 

may decentralise powers and functions, with the proviso that all original legislative and 

executive powers remain vested in the metropolitan council. A metropolitan council is run by 

a council, with the number of councillors varying depending on the municipality. Half of the 

councillors are elected through a proportional representation ballot and the other half are 

elected as ward councillors by the residents in each ward.  

The main sources of operating revenue for municipalities are relatively stable over time and 

are reflected in Table 4.1 below. To highlight the potential impact of FDI on municipalities, FDI 

is reflected in the context of the main revenue sources below. 

Table 4.1: Main revenue sources – municipal operating revenue 2012/2013 

Source of revenue Proportion percentage 

Property rates  16.0 

Service charges or tariffs 55.0 

Interest earned-external investments 1.0  

Other revenue 8.5 

Transfers from government 19.5 

Foreign direct investment (FDI) in metros ? 

Source: National Treasury, Local Government Budgets and Expenditure Review 2011, 10 October 
2011. 

Other possible sources of income include external loans, internal loans, government grants, 

donations and public contributions, public–private partnerships (PPPS) and FDI in local 

industries. The final line item in Table 4.1 above raises the question of if and how cities may 

attract FDI from other cities as well as from investors. 

As at 31 December 2013, the aggregate municipal debt owed to municipalities was R93.3 

billion of which 63.2% or R59 billion was owed by households (IRR 2014:10). This may be 

offset by efficient revenue management systems which enable revenue owed to municipalities 

to be collected and effectively applied. Irregular expenditure further compounds the difficulties 

of inefficient revenue management by reducing the funds available to city government for the 

provision of services and may have an impact on a resilience strategy. Table 4.2 below reflects 
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irregular expenditure at local government levels. As can be seen in Table 4.2, irregular 

expenditure increased by 51% (R5.68 bn) from the previous year. According to the Auditor 

General (AG 2016:40) “the irregular expenditure was the highest since we started tracking the 

values. The number of municipalities incurring such expenditure had increased to 236. A total 

of 217 (92%) of these 236 municipalities had also incurred irregular expenditure in the previous 

year.”AG (2016:40). 

Table 4.2: Three-year trend in irregular expenditure by municipalities by province 

 Rand value 

Province 2013–14 2014–15 
2015–16 

(% increase over 
previous year) 

Eastern Cape*   R 5.66 bn (60) 

Free State    

Gauteng    

KwaZulu-Natal*   R 2.36 bn (117) 

Limpopo    

Mpumalanga*   R 2.28 bn (162) 

North West*   R 2.25 bn (117) 

Northern Cape    

Western Cape    

Total irregular 
expenditure 

R 11.33 bn 
225 municipalities 

R 11.14 bn 
232 municipalities 

R 16.81 bn 
236 municipalities 

Source: AG 2016. Consolidated General Report on Local Government Audit Outcomes 2015/16. 

Note: Municipalities that were the main contributors to % increases are marked (*) 

In an assessment of the overall performance of municipalities including their financial spending 

by the IRR (2014), the worst and best performing municipalities were identified using the 

following indicators:  

 “the employment rate;  

 the proportion of people aged 20 and older who have passed grade 12;  

 the poverty rate;  

 the number of houses which are owned but not fully paid off;  

 the proportion of households that use electricity for lighting;  

 the proportion of households that have access to piped water inside dwelling or yard;  

 the proportion of households that have piped water within one kilometre of the 

household;  

 the proportion of households that have their refuse removed by the local authority or 

private company;   
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 the proportion of households that have a flush or chemical lavatory; and 

 the number of households that have no lavatory” (IRR 2014:15).  

 

Scores were aggregated in a ten-point scale. These indicators may be useful for modelling 

the city government dynamics that play a role in city government resilience. 

Table 4.3: The 10 best and the 10 worst municipalities in South Africa 

10 Best performing (score above 7.5) 10 Worst performing (score below 3.0) 

Municipality Province Score Municipality Province Score 

Saldahna  WC 7.88 Ntbankulu  EC 2.56 

Siyancuma NC 7.86 OR Tambo  EC 2.56 

Overstrand WC 7.66 Mbhashe EC 2.61 

Umdoni KZN 7.65 Mbizana EC  2.73 

Drakenstein WC 7.62 Msinga KZN 2.73 

Mossel Bay WC 7.61 Engcobo EC 2.88 

Swartland WC 7.61 Ezingoleni KZN 2.90 

Stellenbosch WC 7.55 Amathole  EC 2.91 

Gamagara NC 7.54 Emalahleni EC 2.95 

Cape Town  WC 7.53 Pt St Johns EC 2.96 

Source: IRR (2014:16). 

According to the IRR the root problems facing local government are -   

 “political appointments, which has undermined the morale of the public servants and 

citizen’s confidence in the state;  

 lack of capacity which is caused by many vacancies and inability to attract talent; and  

 lack of accountability because of lack of consequences for poor performance and 

lapses in leadership and governance” (IRR 2014:16). 

These root problems often have their origins in the socio-political-economic context of these 

municipalities. For this reason, the contextual socio-political and economic dynamics 

impacting on city government are briefly exaned in the section below. 

4.7 Contextual socio-political-economic dynamics impacting on city government 

The global context provides a basis for comparison at country level between Africa and other 

countries. Continental Africa may be segmented into regions, consisting of Francophone West 

Africa, Anglophone West Africa, North West Africa, East Africa and Sub-Saharan Africa. 

Colonial history and history per se play a significant role in determining the characteristics and 
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development pathway of specific countries. This provides context for the cities in specific 

African countries. 

4.7.1 African city dynamics in context 

According to the United Nations World Urban Prospects statistics (in ISS 2016), the population 

trends illustrated in Table 4.4 below indicate that by 2050 more than 58% of people in Africa 

will be living in cities (ISS 2016). Urbanisation poses a complex challenge to city government 

resilience as this influx of people affects various dynamics in cities such as housing, property 

prices, schools, crime and transportation. Dynamic complexity arises when several 

interconnected dynamics are triggered by a specific interconnected dynamic such as 

population influx into an urban area. This demonstrates the difficulty with comprehending the 

dynamic complexity inherent in a large inflow of people into a city. Understanding how these 

interrelated dynamics may play out beyond a ten-year time horizon can best be understood 

using SD modelling support. 

Table 4.4: Migration to African cities 

 2016 2020 2030 2040 2050 

Total African population m/bn 468 m 563 m 701 m 1.1 bn 1.4 bn 

% Urban population 40 42 48 53 58 

Source: United Nations World Urban Prospects (ISS 2016). 

The Institute for Security Studies (ISS) posits that as the world’s cities continue to grow, in 

size, “[b]y 2030, six of the world’s 41 megacities (of more than 10Mn inhabitants) will be in 

Africa” (ISS 2016). Cairo, Lagos and Kinshasa, which currently have populations greater than 

10 million inhabitants, will each contain more than 20 million people. Johannesburg, Luanda 

and Dar es Salaam will each contain more than 10 million people.  The ISS adds that cities 

have the potential to be key drivers of their countries’ economic performance and may provide 

a connection between Africa and the global economy. By 2035, approximately 30 million 

people could be living in Lagos, turning Nigeria’s commercial hub into the largest megacity on 

the African continent (see Table 4.5 below).  

According to Brand (2017b), urbanisation and the development of informal settlements 

adjacent to African cities are probably indicators of the structure of future cities in Africa. These 

settlements reflect informal cash economies in which all inhabitants are working, engaging 

and trading their way out of poverty. Van der Merwe (2016b) supports this argument by Brand 

by identifying the informal traders within the formal city limits as social and economic 

transformation at work (Van der Merwe 2016b). However, this spontaneous community 
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development may not be sufficient to offset the overall trend towards income disparity and 

poverty in African cities.  

4.7.2 Urbanisation and development 

According to the ISS, Africa could develop rapidly, but slow economic structural 

transformation, poverty, inequality and violence will probably hold back growth in Africa. The 

rapid pace of urban population growth in African urban settings (see Table 4.5 below) is 

outpacing social, economic and institutional development. The ISS concludes that 

“[u]rbanisation is more likely to compound Africa’s challenges and resilience than encourage 

sustainable development” (ISS 2016). 

Table 4.5: Expected population size of Africa’s current and emerging megacities (million people), 
2014–2050 

City 2014 2030 2035 2040 2045 2050 

Cairo 18.4 24.5 26.1 27.7 29.2 30.8 

Lagos 12.6 24.2 29.3 34.7 40.2 45.4 

Kinshasa 11.1 20.0 23.8 27.8 32.1 36.4 

Johannesburg 9.2 11.6 12.3 13.0 13.4 13.8 

Dar es Salaam 4.8 10.8 13.2 16.0 19.1 22.4 

Luanda 5.3 10.4 12.8 15.5 18.4 21.4 

Abidjan 4.9 7.8 9.0 10.2 11.6 12.8 

Nairobi 3.9 7.1 8.6 10.2 11.9 13.7 

Kano 3.6 6.2 7.5 8.8 10.3 11.6 

Ouagadougou 2.4 5.9 7.2 8.8 10.6 12.5 

Addis Ababa 3.2 5.9 7.3 8.9 10.7 12.6 

Bamako 2.5 5.2 6.4 7.8 9.3 10.8 

Dakar 3.5 6.0 7.0 8.0 9.1 10.2 

Ibadan 3.1 5.5 6.6 7.9 9.1 10.3 

Source: ISS (2016).  

According to the ISS, there is a link between urbanisation and economic development. 

However, in Africa this link may be weaker than elsewhere in the world such as China. In other 

words, urbanisation may, in Africa, not be synonymous with economic development. “Urban 

population growth has been outpacing economic development, partly because of the lack of 

productive employment creation” (ISS 2016). The ISS goes on to point out that the single most 

important driver of urban growth in Africa is natural urban population growth, or the 

predominance of births over deaths in urban areas. This nett growth rate accounts for around 

60% of urban population growth, while rural–urban migration accounts for about 30%. People 

living in rural areas in Africa move to cities because of better service provision as well as 
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changing, volatile weather patterns, land pressures, natural disasters and conflict (ISS 2016). 

The ISS adds that “[i]ncidences of violence, whether politically or criminally motivated, are 

common in Africa’s cities and towns, and, like poverty, violence seems to be urbanising” (ISS 

2016). The ISS’s arguments support the IRR 2014 report, which cites that riots and protests 

are on the rise. The ISS warns that “unplanned, overcrowded settlements populated with 

marginalised youth can be hotbeds for violence” (ISS 2016). The dynamics identified by the 

ISS and the IRR reports may have the nett result of creating lack of resilience in cities. In the 

context of developing resilience, the ISS report indicates the need to focus on the role of cities 

in accelerating and sustaining economic development by enabling sustainability through job 

creation and institutional capability and capacity building.   

4.7.3 Sustainability and development 

Fabricius (2017) supports many of the propositions put forward by the ISS in his scenarios for 

Africa to 2030. He makes salient points that have parallels in South Africa, which have a 

bearing on city government resilience. Fabricius (2017) posits that “Africa will miss most of its 

Sustainable Development Goals (SDGs) but might just reach its ‘escape velocity’ enabling it 

to break out of its extreme poverty orbit by 2045 or 2050”. He posits that “Africa would need 

sustained growth of at least 7% year on year to make a significant dent in poverty” (Fabricius 

2017).  

The United Nations Economic Commission for Africa (ECA 2014) “urges Africa to build 

credible institutions to boost industrialization”. The ECA goes on to say “[t]ransforming Africa’s 

industrial landscape has failed partly because of weak institutional structures and poor policy 

design throughout its post-independence history” (ECA 2014). These propositions underline 

the importance of the meta-Factor “sustainable development (Sdev)” and its association with 

and role in gauging city government resilience. 

Harvey (2012), on the other hand, posits that “the most exciting dimension may be Africa’s 

ability to address negative externalities such as hidden environmental and social costs”. With 

this he points towards an antifragile property inherent in Africa which may provide a cushion 

against catastrophic disruptions. Harvey (2012) goes on to explain that a country’s growth 

trajectory usually follows the hypothesised Environmental Kuznets Curve, where income 

growth in pre-industrial economies is accompanied by environmental degradation and 

pollution. Post-industrial economies such as service economies reduce environmental 

degradation while maintaining income growth. New technologies and technology convergence 

make it possible to transition to a technology-enabled service economy and leapfrog over the 

environmental degradation phase posited by the Environmental Kuznets Curve. Africa and 
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African cities may be beneficiaries of this transition. Harvey (2012) further describes the post-

industrial economy phase of the Kuznets Curve as the transition to a “circular economy”, which 

decouples production from natural resource constraints. The premise of a circular economy is 

that nothing that is made in a circular economy becomes waste as waste become feedstock 

for the next process in a value chain. In this regard, the IoT enables the tracking of material 

and energy flows to create efficiencies along product value chains. Perhaps most importantly 

for African countries, renewable energy offers the possibility of devolved, deep and broad 

access to solar-generated electricity. However, Harvey (2017) warns that premature de-

industrialisation to a technology enabled, information economy will result in a decline in the 

demand for jobs for unskilled people in transition to higher skilled jobs. Cities, as the primary 

sites for development and job creation, could take on an important role in identifying and 

investing in reskilling labour in advance of the demand for the new jobs. Harvey (2017) 

advocates “rapidly improving access to electricity as the foundation for future growth and to 

build clear strategies that engage the benefits of a fourth Industrial revolution. If not, they risk 

being left behind” (Harvey 2017). He implies that African governments (and city governments) 

should be proactive in adopting new and more sustainable technologies as it pays in the long 

run to craft inclusive institutions that promote widespread innovation. The purpose of 

developing an instrument to gauge city government resilience is to engage and accelerate the 

positive prospects in city governments discussed above through feedback on their current 

resilience strategy reality. Developing a city government resilience strategy may be seen in 

the context of disruptors as being a result not only of technology convergence but also of other 

dynamics in their context that may influence city government resilience positively. With this 

continental perspective as vantage point, the next section focuses specifically on the socio-

political and economic dynamics affecting city government in South Africa.  

4.7.4 Dynamics affecting city government in South Africa  

One of the key principles of scenario-based strategy, which may be applied to developing a 

robust resilience strategy, lies in stress-testing a resilience strategy for robustness across all 

the scenarios. This can be done by confronting the resilience strategy with all plausible 

scenarios for external forces that may have an impact on a city government resilience strategy. 

The implication of this approach is that all the plausible forces at work that may have an impact 

on a city government resilience strategy need to be identified as context. The process for 

developing robust strategy that uses scenarios as “wind tunnels” (Van der Merwe 2008:229) 

is similar, to a situation where an aircraft designer uses a wind tunnel to test an aircraft design 

for robustness across varying operating conditions. This process of wind-tunnelling may also 

be referred to as stress-testing strategy. Anticipating futures that may plausibly influence city 

government resilience may be used as a meta-factor in the diagnostic instrument.  
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The dynamics identified below in section 4.7.5 are cited as examples of plausible dynamics 

which may be reflected in scenarios for anticipating challenges in a future context in general 

and to a resilience strategy specifically. Anticipation, abbreviated as (A), as a key meta-

component of a resilience strategy diagnostic contains a wide inclusive range of different 

dynamics. The relevance to executive leaders and executive managers in city government 

and, accordingly, encouraging the use of scenarios may depend on “the key concerns and 

uncertainties on the minds of the decision makers” (Van der Merwe 2008:228). The quality 

and value of scenarios to the executive leaders and executive managers in a specific city may 

depend on their “Relevance” to decision-makers, how the scenarios “challenge” and widen 

their thinking and using deep systemic research increase “their plausibility” (Van der Merwe 

2008:231). Van der Merwe adds another quality criterion from Wack (1985), who encouraged 

inclusivity so that once the future had unfolded and been lived through no important dynamics 

were overlooked. The examples below have been identified to draw attention to specific 

dynamics that may challenge city government resilience in the context of city government in 

South Africa. Their selection may vary from city to city based on current concerns. 

Forces and dynamics that may have an impact on city government resilience in South Africa 

can be divided into two broad categories: those forces outside the cities that may have an 

impact on cities and their governments which may be the focus of scenarios and those 

dynamics within city government and cities which may be the focus of an organisational 

capability review dimensions which has been included in the diagnostic. The forces in the 

external environment or context of cities may be identified under the headings of politics, 

economics, society, regulatory, technology, ecological and historical, and may be sorted into 

two broad categories:  

 “external forces that are certain to impact upon cities, so-called ‘predetermined’ 

dynamics; and 

 external forces that are uncertain and may have a high impact upon cities, so-called 

‘key uncertainties’” (Van der Merwe 2008:225). 

Because there may be few or no data about future dynamics that could have an impact on city 

government resilience, being inclusive may avoid omitting important dynamics. 

4.7.5 External dynamics in the future environment  

External dynamics affecting cities in the future are identified below.  They may be currently in 

play or may in the future have an impact on cities. Within external dynamics there are 

dynamics which are certain aka pretermined dynamics, those that are uncertain aka key 
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uncertainties as well as those that are uncertain with a low probability yet with a very high 

impact if they occur aka black swans.   These dynamics are explored in more detail below. 

4.7.5.1 Predetermined dynamics 

 Cyberattacks, natural disasters, and economic or social upheaval (Rockefeller 

Foundation 2017)  

 Widespread unrealistic expectations in South Africa (Cronje 2014:7–10) 

 Rapid urbanisation (ISS 2016)  

 Climate volatility resulting in prolonged, extreme weather conditions (Bohatch 2017) 

 Water insecurity in terms of of quality and quantity (Bohatch 2017) 

 An increase in service delivery protests (IRR 2014)   

 Large young populations (Stats SA 2014 – see also Table 4.6 below) 

 Technological convergence and acceleration during the so-called World Economic 

Forum’s (WEF) Fourth Industrial Revolution (Schwab 2016a) 

 Transformation of work, job redundancy, job losses and need for retraining (Schwab 

2016a) 

 E-governance competence requirements for technology-impacted services (Van der 

Waldt 2016a) 

 Peer-to-peer financial transactions safely and securely enabled by Blockchain/Bitcoin, 

so-called open ledger technology and crypto-currencies (Schwab 2016a)  

 Energy disruption by solar and wind technologies (Seba 2016) 

 Transportation disruption by electric and autonomous vehicles (Seba 2016) 

 Need for compliance with United Nations office for Disaster and Risk Reduction 

(UNISDR) including the SENDAI Framework and SDGs (UNISDR 2016a). 

Specific predetermined dynamics have been highlighted below and described, thus providing 

the context within which a city government resilience strategy may be developed. The 

significance and size of the youth population – approximately 26.5 million, or 49% of the total 

South African population of 54 million – justifies special attention when considering a city 

government resilience strategy. The fact that this dynamic is predetermined may further 

require that greater importance be attached to the large youth population when developing a 

city government resilience strategy. 
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Table 4.6: RSA youth demographics 0–24 years old 

 
Age 0–4 Age 5–9 Age 10–14 Age 15–19 Age 20–24 TOTAL 

Black 4 936 601 4 541 523 4 303 892 4 357 984 4 417 106 22 557 106 

Coloured 420 171 428 867 444 983 451 117 427 547 2 172 685 

Asian 99 256 96 953 93 863 101 609 109 668 501 347 

White 263 301 269 367 280 988 306 851 312 797 1 433 304 

Total 5 729 329 5 336 710 4 944 347 5 231 566 5 267 118 26 509 070 

 Ratios for youth 0–24 of 26 m Ratios for entire population of 54 m 

Black 84.6% 80.0% 

Coloured 8.2% 9.0% 

Asian 1.8% 2.5% 

White 5.4% 8.5% 

Total 100% 100% 

Source: StatsSA (2014). 

StatsSA continues to provide its statistics by racial grouping. While a racial reflection of 

population statistics is not desirable in terms of the South African Constitution, it enables 

insight into the relative size of the youth component as well as the decline in percentage of 

certain racial groups in terms of the total population. Demographics such as those reflected in 

Table 4.6 provide insight into the predetermined dynamics as defined (Van der Merwe 

2008:225), where all, of these young people will achieve working and voting age at a specific 

time in the future. The values and attitudes held by this population demographic and shaped 

by the context in which they grew up, will probably determine their future behaviour as a group. 

The leading edge of this group are probably among the so-called #Feesmustfall protesters 

and Fanon ideologues demonstrating at South African universities. Considering the disruptive 

forces at work in the approaching fourth industrial revolution, which may render many 

traditional jobs redundant, there may be a need for the retraining of current workers at scale 

to equip job seekers for the new world of work, post revolution. As education falls outside the 

municipal mandate city government is required to work in collaboration with national 

government in this area. There may also be an opportunity to leapfrog into the new world of 

work, provided that educational institutions in cities anticipate this new world and develop 

appropriate competencies in advance of the loss of jobs that will result from the so-called 

revolution. A competency framework for e-governance has been compiled by Van der Waldt 

(2016a) and is used to assess the competencies required for e-governance among current 

city government job incumbents. This competency framework has the potential to uncover 

priorities for vocational training to prepare for a post fourth industrial revolution future. An initial 

list of key uncertainties, high impact and poorly understood dynamics, drawn from various 
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scenario-based strategy processes, are reflected below and provide insight into this category 

of external dynamic that may influence a city government resilience strategy. 

4.7.5.2 Key uncertainties  

The following key uncertainties can be highlighted: 

 technology convergence: 23 deep, converging shifts which are part of the so-called 

fourth industrial revolution (WEF 2015); 

 rising economic and societal inequality;  

 increasing interventions by national and provincial government; 

 societal expectations and demands since 1994 asynchronous with current realities; 

and  

 University protests, against the rising cost of higher education. 

Further risks are documented based on the findings in the Institute of Risk Management South 

Africa (IRMSA) Report and reflected in Table 4.7. This identifies important risks in South Africa 

which are ranked by “Likelihood” and “Consequence” (IRMSA 2015:8, 9). 

Table 4.7: IRMSA report – South Africa risks 2015 rank order 

By likelihood By consequence 

Corruption Corruption 

Unemployment Governance failure 

Infrastructure Unemployment 

Political and social instability Infrastructure and networks 

Organised crime Critical Infrastructure 

Cyberattacks Fiscal crisis 

Financial mechanisms failure Financial mechanisms failure 

Income disparity Economic and resource nationalisation 

Urbanisation Cyberattacks 

Data fraud Income disparity 

Source: IRMSA (2015:8, 9). 

These dynamics and their ranking provide an indication from the IRMSA perspective for policy 

priorities with which to offset these risks. Conspicuous by its absence or subsumed in other 

items, such as “Unemployment” above, is the predetermined risk of 26.5 million young people 

under the age of 24 years making up the so-called “youth bulge” in the South African 

population demographic (see Table 4.6 above). However, being inclusive when describing the 

context may avoid omissions and unpleasant surprises. While the IRMSA identifies these risks 

as national risks in South Africa, they may also have an impact on city government resilience. 
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Besides “key uncertainties” there may be another category of forces in the context of cities 

that might challenge their resilience. 

4.7.5.3 Low probability/high impact dynamics (potential Black Swans) 

So-called “Black Swans” (Taleb 2007) represent the impact of unanticipated events, 

analogous to the unexpected appearance of a black swan outside of the general awareness 

of executive leaders and executive managers. Taleb (2007) argues that black swans are 

unknowable. However, were a black swan to materialise such a dynamic could have an impact 

on a city government resilience strategy. For instance, Berkshire Hathaway Chief Executive, 

Buffet, stated at his company’s 2002 AGM that in his view “a nuclear detonation, on a major 

metropolis, was now a virtual certainty” (Buffet 2002). Buffett is widely acknowledged by the 

investment community for his ability to anticipate the future. His view in this case may be 

based on the increasing availability of weapons grade fissionable material used in nuclear 

power programmes. Many of these nuclear power programmes are being developed in 

unstable parts of the world such as Iran, North Korea and Pakistan. It may therefore be useful 

and in the interests of developing a robust resilience strategy to consider this possibility. 

Considering such a possibility and asking what we would do in the event of this dynamic may 

already create resilience because, by considering it plausible, awareness is raised in decision-

makers. 

Another example of a black swan is what has become widely accepted among futurists, 

namely, a viral attack on humans, similar, to the 1918 so-called Spanish Flu epidemic. While 

this dynamic is seen as predetermined, the timing of such a pandemic may be unknown and 

unknowable. Hence, a resilience strategy should take the possibility of such a pandemic into 

account. The Spanish Flu epidemic is estimated to have caused the loss of 20 to 50 million 

lives worldwide (Influenza Pandemic 2017). 

Systems Dynamics (SD) practitioners are aware that a systemic phenomenon such as climate 

change may reach thresholds after which the dynamic accelerates or declines rapidly and 

unexpectedly. Thresholds being breached are reflected in the prolonged, unseasonal droughts 

in the Cape which threaten water security and expose poor city government resilience 

strategies. According to Bohatch (2017), “we shouldn’t see the current water crisis in the Cape 

as a temporary phenomenon that will resolve in a year or two. It’s a long-term problem”. This 

conclusion may have implications for other cities in the southern African region. Reaching a 

threshold is also reflected in the exponential increase in the number of cyclones in the United 

States of America.  
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Another example of a plausible black swan is an electromagnetic shock pulse or shock, which 

could inflict permanent damage to a country’s electrical generation, transmission and 

distribution system which would also affect cities. According to Storm Analysis Consultants in 

Duluth, Minnesota (Economist 2017), an “Electro Magnetic Shock (EMS) may be caused by a 

coronal mass ejection from the sun as occurred on13 March 1989, which had a startling impact 

on Canada. Within 92 seconds, the resulting geomagnetic storm took down Quebec’s 

electricity grid for nine hours”. They posit that “it could have been worse, had it hit the United 

States of America, the resulting geomagnetic storm would have destroyed a quarter of high 

voltage transformers”. They add that “a prolonged interruption of an electricity supply may be 

life-threatening, removing up to 90% of the population as a result of the prolonged absence of 

electricity”. According to Storm Analysis Consultants in Duluth, Minnesota “future geomagnetic 

storms are inevitable”. They go on to point out that “[a] nuclear blast 40 km above the earth, 

over the USA for instance, could also generate an EMS” (Economist 2017). 

If city government resilience is to be robust, there is a need for cities to prepare for these 

eventualities in their resilience strategies. The Rockefeller Foundation posits that there are 

generic dynamics, which they have labelled “acute internal stresses”, that have become “the 

new normal” for cities across the globe. These include:   

 “poverty;  

 endemic crime and violence; and  

 failing infrastructure, that weaken cities over time” (Rockefeller Foundation 2017). 

In the South African city context, the internal dynamics listed below are visible, almost daily in 

the media and can have an impact upon city government resilience. 

4.7.6 Internal city government and city dynamics 

The following internal dynamics and general dynamics around city are applicable: 

 

 factional divisions, dysfunctional competition for jobs and conflict; 

 patronage politics; 

 trust deficit and paranoia; 

 erosion of public accounting quality; 

 erosion of accountability to the South African Constitution and the rule of law; 

 accelerating irregular expenditure and corruption; 

 erosion of capability within government institutions and state-owned entities; 
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 uneven capability at national government, provincial government and city government 

levels to execute plans on time, on budget and on quality; 

 lack of capability resulting in unreliable service delivery; 

 deteriorating personal safety and security; 

 decline in health and life expectancy caused by among other things increasing 

HIV/AIDS infection levels; and 

 policy ambiguity between the NDP and NDR flowing from ‘unresolved dilemmas’ (see 

section 4.7.6 below). 

Source: Author’s own research 

Trompenaars and Hampden-Turner (1998) posit that many policy choices present in the form 

of dilemmas, as seemingly apposing choices in tension with each other. When left unresolved 

they create ambiguity and uncertainty. The uncertainty resulting from policy ambiguity in and 

of itself creates a lack of resilience at all levels of government. Such ambiguity may inhibit 

clear signalling of priorities and government policy which in turn creates hesitation and an 

inability to act decisively in the event of a challenge to resilience. 

4.7.7 Unresolved dilemmas, policy ambiguity and uncertainty 

The following unresolved dilemmas, policy ambiguity and uncertainties are critical to monitor:  

 

 supremacy of the Constitution versus primary loyalty to a faction and its narrow 

interests; 

 narrow African nationalism versus global internationalism and national 

competitiveness; 

 the National Democratic Revolution (NDR) versus National Development Planning 

(NDP); 

 social transformation via statute and regulation versus leveraging economic freedom, 

effective developmental economic policies and sustainable community investment 

programmes (SCIP) for sustainable social transformation; and 

 learner-centred quality education for embedding critical thinking skills as a prerequisite 

for economic development and democracy versus teacher and institution directed 

education by rote learning. 

Source: Author’s own research 

Dilemmas, as defined by Trompenaars and Hampden-Turner (1998), express culture as a 

systemic structure where the “horns of a dilemma” are in tension with each other. The 
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productive resolution of dilemmas determines and shapes culture (Trompenaars and 

Hampden-Turner 1998:6).  

According to Laurence and Lorsch (1967), contingency relationships exist between the degree 

of uncertainty and stability in the environment and the internal structure of an organisation. 

This contingency relationship points to the likelihood of city government organisations 

embodying elements of the national culture, as they are influenced by aspects of this culture. 

Trompenaars and Hampden-Turner (1998:6) define culture thus: “Culture is the way in which 

a group of people solve problems and reconcile dilemmas.” The unresolved dilemmas listed 

above, besides creating unambiguity and uncertainty, may over time harden into national 

cultural dynamics and enter the culture of city government organisations. The context for local 

government may also be determined by the level of interventions from central government. 

The events and patterns over time with interventions by national government in municipalities 

provide an indication of the underlying structure of interventions. The official reasons for 

interventions as well as the underlying intentions underpinning them provide a further level of 

complexity to internal dynamics within municipalities. 

4.7.8 Interventions by the province and the national government in municipalities 

In terms of section 139 of the South African Constitution (South Africa 1996) and the 

constitutional support for provincial and national government interventions in local 

government, there seems to be a rising trend in interventions in the affairs of municipalities. 

That this is justified may be deduced from the level of irregular spending reflected in Table 4.2 

above: “Irregular expenditure by municipalities by province”. Van der Waldt and Greffrath 

(2016) assert that “these trends can be seen against the broader context of state dysfunction”. 

They assert that “poor service delivery and lapses of governance may not be exclusively at 

play in interventionism. Political factors may also serve as more covert reasons to intervene 

to influence the balance of power in a given province, municipality or within the party itself” 

(Van der Waldt and Greffrath 2016). Van der Waldt (2016a:116) cautions that “government 

interventionism is multi-faceted and multi-dimensional, political, economic and social”. He 

goes on to cite common failures that have triggered section 139 interventions. The most 

common failures include: 

 governance failures, political infighting, conflict between senior management and 

councillors and human resource management issues; 

 financial failures, specifically inadequate revenue collection ineffective financial 

systems, fraud, misuse of municipal assets and funds; and    
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 service delivery, for example breaches of sections 152 and 153 of the South African 

Constitution which outline the service delivery obligations of municipalities (Van der 

Waldt 2016a:121).   

According to Van der Waldt and Greffrath (2016:157), in the context of local and district 

municipalities, metros are seen by government in terms of the government classification 

system for municipalities in distress as “Class 4: Low vulnerability”. In terms of failure to honour 

their municipal mandate, maintaining best practice service delivery requires that capacity 

building takes place constantly to enable capability. This may also be true for enabling city 

government resilience. The low vulnerability status of metros provides a platform for further 

improving their resilience. Greater resilience amongst metros will in aggregate probably raise 

the resilience of South Africa as a whole. As a result, of migration to cities, metros take on a 

more economic and politically important role in development in general and the developmental 

state specifically. The dilemma between a centrally directed (NDR) and a distributed market 

friendly (NDP) model regarding the preferred economic development model creates 

ambiguous signalling for policy makers and investors. It may therefore be useful to clarify the 

basis of economic policy which supplements democratic principles. In a democracy, individual 

choice lies at the heart of the election process that underpins democratically elected 

representatives. The principle of individual, informed choice may thus be an essential part of 

the political dynamics in a constitutional democracy. There may also be an economic 

equivalent which posits that an economy and economic development may best be driven 

through distributed self-control versus an ideology of centrally controlled policy and 

governance. The role of government thus becomes providing the context for self-control and 

freedom to act. According to The Heritage Foundation, economic freedom as defined may 

yield better economic results in terms of development and societal transformation.    

4.8 Economic freedom as the foundation for development and transformation 

Friedman, in alignment with the arguments put forward by Drucker (1994) above, argues that 

Government has three primary functions:  

 “provide military defence of the nation;  

 enforce contracts between individuals; and  

 it should protect citizens from crimes against themselves or their property” (Friedman 

2017).  

In the context of the size of government, Friedman (2017) argues that when governments, 

with the best of intentions, try to rearrange the economy, legislate morality, or help special 
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interests, the cost comes in inefficiency, corruption by middlemen, lack of motivation and loss 

of freedom. Friedman, supported by Drucker (1994), insists that “government should be a 

referee not an active player” (Friedman 2017). According to Friedman (2017), freedom to 

choose probably lies at the heart of economic freedom, market friendly policy, the free 

enterprise system itself, wealth creation and job creation. He argues that greater efficiencies 

may be derived from a freedom of choice. He points out that “[t]he free enterprise system is 

not only about profits but also about losses. Sustained losses and bankruptcy is the free 

enterprise way of getting rid of management that makes bad or wasteful strategic decisions” 

(Friedman 2017). He asserts that it is inappropriate for government to engage in activities 

which the free enterprise system may be able to deliver. “When government engages in free 

enterprise activities and makes bad strategic decisions or wastes resources the same 

management will most likely approach the treasury to ask for taxpayer’s money to keep them 

in business” (Friedman 2017). He argues that the result is usually to perpetuate poor 

leadership, wastage and bad strategic decisions. He concludes that “[t]his also often creates 

a co-dependence between government institutions and the citizens’ taxes masquerading as 

investment and business which actually only enrich a few politically connected people” 

(Friedman 2017). 

4.8.1 The Heritage Foundation and economic freedom ranking in 2015   

Institutes and think tanks in the United States of America such as the Fraser Institute and the 

Cato Institute provide reliable information on economic freedom and its associations that are 

in alignment with the findings of The Heritage Foundation reflected below. 

Table 4.8 below describes the Heritage Foundation perspective on economic freedom. The 

association between these criteria and gross domestic product (GDP) per capita in Figure 4.9 

below demonstrates that there is a positive association between the Heritage Foundation 

ranking criteria for economic freedom and GDP per capita. The Heritage Foundation (THF) 

economic freedom index, country ranking is based on the criteria reflected in Table 4.8 below. 

Descriptions of each criterion are provided in the table. 

Table 4.8: The Heritage Foundation 2015 economic freedom 

THF Index criteria 

1. Rule of Law which includes property rights and freedom from corruption 

2. Government size which includes fiscal freedom and government spending 

3. Regulatory Efficiency which includes business freedom, labour freedom and monetary 
freedom 

4. Open Markets which includes trade freedom, investment freedom and financial freedom 

Source: The Heritage Foundation (2015) Index of Economic Freedom 
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The association reflected in Figure 4.2 below, between economic freedom of countries, as 

defined above, and successful economic development, creating wealth, reflected as GDP per 

capita, or purchasing power parity (PPP$), is becoming widely accepted by evidence-based 

leadership and policy makers across the world, with Singapore, South Korea and Australia 

being cited as leading examples of free economies and effective sustainable economic 

development and wealth creation.  

 

Figure 4.2: GDP & economic freedom 

Source: The Heritage Foundation (2015) Index of Economic Freedom 

Closely held assumptions may blind observers because “political slogans outlive political 

reality. The slogans of the welfare state century will similarly be with us for a long time, yet the 

political doctrines which the slogans of the welfare state or of communism reflect have ceased 

to have much relevance or reality, politically, socially, even economically” (Drucker 1994:9). 

Drucker points out that “policies that may turn out to be counterproductive to development 

may be put forward by policy makers by virtue of good intentions and not based upon hard 

evidence” (Drucker 1994). Evidence of an association between economic freedom and wealth 

creation can be seen and conclusions reached from inspection of the data reflected in Figure 

4.2 above. It may be concluded from these data that the “more, free” the economic system, 

the greater the wealth that is created. It is probably also true that when free enterprise is 

conducted in a sustainable and socially responsible manner, it reduces inequality. In this 

context, a socially responsible government may provide a safety net through appropriate 

legislation. However, there is a balance to be struck between supporting citizens’ needs for a 

safety net and creating a co-dependency with government handouts, where citizens cease to 

take responsibility for themselves.  
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Friedman (1980) draws our attention to a contradiction by explaining that “a major source of 

objection to a free economy is that it gives people what they want, and not what a particular 

group thinks they ought to want. Underlying most arguments against the free market is a lack 

of belief in freedom itself”. He adds that “national leadership may not deliberately set out to 

destroy its own economy. It usually happens incrementally, the result of policy which is 

counterproductive, informed by outdated ideology, economic illiteracy, narrow factional 

interests and short sightedness” (Friedman 1980:17). Over time, different policies in countries 

results in separating economically based upon levels of economic freedom as defined by THF. 

A selection of countries is reflected below in Table 4.9 to highlight economies that may be 

relevant to Southern Africa and current policy makers in South Africa. 

4.8.2 Country rankings evidence for developmental policy – a selection 

The relative numerical ranking in Table 4.9 reflects a country’s relative economic freedom 

according to the Heritage Foundation index. Learning from these patterns and understanding 

the links between the various components of the index and its underlying structure may be a 

fruitful approach to macroeconomic policy in South Africa, as well as for city government 

sustainable development policy. This would also be preferable to waiting to see the outcomes 

and unintended consequences after 20 to 25 years of good policy intentions. For example, 

when Zimbabwe, Cuba, North Korea and Venezuela are held up by politicians as a basis for 

policy, it is self evident from their relative ranking in the Heritage Foundation Economic 

Freedom index that such policies may turn out to reduce rather than promote development, 

wealth creation and jobs. Further comparisons of evidence-based patterns between South 

Africa and other companion countries are useful from an economic developmental policy point 

of view. The other BRICS countries, namely, Brazil, Russia, India, China, are according to the 

Heritage Foundation index all less free than South Africa. Learning from these countries as a 

basis for economic development policy may thus have unintended consequences, such as a 

lack of resilience and counter-productive outcomes. 
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Table 4.9: Global ranking: a selection of the 186 countries ranked by the freedom index score 

Free Mostly free Moderately free Mostly unfree Repressed 

1. Hong Kong 

2. Singapore 

3. New Zealand 

4. Australia 

5. Switzerland 

6. Canada 

9. Ireland 

10. Mauritius 

12. USA 

13. UK 

14. Taiwan 

16. Germany 

17. Netherlands 

23 Sweden 

29 South Korea 

31 Malaysia 

36. Botswana 

72. South Africa 

91. Swaziland 

92. Uganda 

93. Namibia 

100. Zambia 

109. Tanzania 

118. Brazil 

120. Nigeria 

126. Malawi 

128. India 

139. China 

143. Russia 

155. Lesotho 

158. Angola 

166. CAR 

168. DRC 

175. Zimbabwe 

177. Cuba 

178. North Korea 

179. Venezuela 

Source: Index of Economic Freedom – The Heritage Foundation (2015) 

The selected countries reflected in Table 4.9 show their relative ranking according to economic 

freedom criteria. It may be concluded from the evidence in Tables 4.8 and 4.9, together with 

Figure 4.2, that economic freedom can be associated with sustainable development (SDev) 

and thus enables city and national government resilience. Decision-makers formulating policy 

for both city government and national government will probably learn more from Hong Kong, 

Singapore, New Zealand and Australia, which are ranked as “Free”, as well as Mauritius 

ranked as “Mostly Free” (see Table 4.9 above). In the Sub-Saharan region, Mauritius leads 

the way on economic freedom followed by Botswana which is ranked “Moderately Free”. 

Significantly, the Mauritius government which is a ‘Mostly Free’ country in the Southern African 

(SoA) region (see Table 4.9 above) is in the process of encouraging greater use of their port 

facilities by acquiring the entire Singapore harbour container clearing system to speed up the 

traffic through their own harbours. Singapore is effectively able to clear a container in twelve 

minutes as opposed to weeks in other harbours. Sustainable economic development at city 

government level, shaped by policy that enables economic freedom as defined by the Heritage 

Foundation, will probably raise the level of development, reduce inequality and improve city 

government resilience. 

Key lessons may be drawn for a city resilience strategy and policy from the evidence in Figure 

4.2, which demonstrates the association between economic freedom as defined in Table 4.8 

above and GDP per capita. Emulating strategy and policy from the countries with the highest 

levels of economic freedom and GDP per capita may provide appropriate evidence and 

guidance for an effective resilience strategy.  

Property rights have a long and conflicted history in most countries which were occupied by 

the colonial empires of England, Germany, France and Holland. Moreover, property rights are 
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a key component of economic freedom as defined by the Heritage Foundation index. A 

description of the origins of property rights is therefore justified to enable a deeper 

understanding as the basis for policy at national level as well as at city government levels. 

This issue is analysed in the next section.  

4.8.2.1 Origins of property rights 

The protection of property rights is one of the criteria for economic freedom defined in Table 

4.6 above and stated as “Rule of Law which includes property rights and freedom from 

corruption” (The Heritage Foundation 2015). Property rights and the restoration of property 

are often positioned in the media by politicians as the top priority for alleviating poverty and 

inequality. The demand and priority, among many competing social needs, for the restoration 

of property rights and the distribution of property as the basis for economic development may 

thus be more closely interrogated. It seems that the sentiments among a sample of the 

population indicate that there are other “serious unresolved problems” that may outrank 

“property distribution”. In a field survey relying on a representative sample of 2291 people 

across all the racial groups in South Africa, one of the survey questions under the heading, 

“Most serious unresolved problems” that the RSA faces post 1994, was put to respondents in 

a face-to-face interview. Respondents ranked “Distribution of Property” tenth in a ranked list 

of ten items and “Unemployment” as top of the list of issues, therefore first (IRR 2017:3).   

Emphasis on distribution of property, some argue “without compensation”, is probably used in 

the service of short-term populist vote-harvesting rather than as evidence-based policy for the 

purposes of sustainable developmental needs among the population, as the IRR survey 

results demonstrate. This contradiction between perceptions and evidence provides an 

example of judging policy by intention in preference to basing policy on evidence of proven 

results. Lack of adequate protection of property rights may also deter FDI and result in a 

decline in economic wealth resulting from a lack of investment. Appropriate policy in the 

service of the protection of property rights may require greater clarity regarding the origin of 

these rights. “Property rights had their origin in ownership of land. According to THF they now 

include all property including equity ownership in markets, companies and intellectual 

property. Property rights in the sense of rights to own land are a relatively recent introduction 

to society” (Malchik 2016). Malchik explains that-  

“… the point [of property ownership] was for an individual or family to gain the means 

for an independent life, not grow rich from land ownership. The Magna Carta, agreed 

in 1215 by England’s King John at the insistence of his barons, protected those 

nobles from losing their lands at the whim of whatever sovereign they were serving.” 
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The Magna Carta may be widely cited as the foundation of modern democracy. In pre-

democratic tribal Africa, and parts of South Africa, land ownership remains at risk at the whim 

of the local tribal chief. 

Having argued in favour of economic freedom as policy at both national and city government 

level, evidence may be found within the official economic development policy embodied in the 

NDP (NPC 2012) for macroeconomic national policy and city government policy respectively. 

The NDP provides a focus on key dynamics such as-  

 “building an economy that will create more jobs;  

 building capabilities;  

 improving infrastructure;  

 building environmental sustainability and resilience;  

 improving quality of education; 

 health care for all; 

 safer communities; and  

 fighting corruption” (NPC 2012:23–63). 

The unresolved policy dilemma between complying with the market-friendly NDP or centrally 

directed NDR may create confusion among policy-makers and investors. It also violates what 

Deming identifies as “[t]he crippling disease: lack of constancy of purpose and an emphasis 

on the short term” (Deming 1986:98). The fact that China has derived most of its recent growth 

from market-based policies seems to have been lost on the adherents to the NDR. “China’s 

pre-communist trajectory of a rural, family, and community-oriented economy, combined with 

overseas networks, created an indigenous tradition of flexible labour and networked capitalism 

that others now emulate. The Maoist promotion of education and health was as important as 

any privatisation initiatives to develop a globally competitive labour force” (Sheppard, 2010). 

Attractiveness to investors forms the basis for placing capital at the disposal of industries 

within national and local government jurisdictions. Consequently, government policy and 

capability may encourage or discourage such investments.  

4.9 Foreign direct investment and city government attractiveness 

According the International Monetary Fund (IMF), it is widely accepted for emerging 

economies and for cities that an important part of enabling economic development is their 

attractiveness for foreign direct investment (FDI). FDI has become an important source of 

private external finance for economic development. It represents investment in production 

facilities and may have great significance for developing economies because FDI can add to 
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investible resources and capital formation. FDI is also a means of transferring production 

technology, know-how, skills, innovative capacity, and organisational and managerial 

practices to local situations. FDI often also provides access to international marketing 

networks. “Since the early 1980s, world FDI flows are now attributable to almost 54 000 

transnational corporations. They have grown rapidly – faster than either world trade or world 

output. During 1980–1997, global FDI outflows increased at an average rate of about 13 

percent a year” (IMF 1999).  

The IMF describes policy framework and trends in developing countries and the determinants 

of FDI in terms of “Host country (and city) determinants, Type of FDI classified by motive of 

firms and principal economic determinants in host countries (and cities)” (IMF 1999). 

4.9.1 Type of foreign direct investment – host country and city determinants 

Development in cites may be dependent on FDI flows.  It may therefore be helpful for 

appropriate policy formulators to understand motives and priorities of investors. 

4.9.1.1 Policy framework for foreign direct investment 

Motives for FDI described by the IMF (1999) may inform policy that enhances attractiveness 

to investors. According to the IMF, these motives typically are the following: 

 “economic, political, and social stability; 

 rules regarding entry and operations; 

 standards of treatment of foreign affiliates; 

 policies on functioning and structure of markets (especially competition and policies 

governing mergers and acquisitions); 

 international agreements on FDI; 

 privatization policy; and 

 trade policy (tariffs and nontariff barriers) and coherence of FDI and trade policies;  

tax policy” (IMF 1999). 

4.9.1.2 Business facilitation 

The IMF (1999) points out that this motive for FDI describes business aspects that enhance 

and facilitate attractiveness for investors. This include the following: 

 “investment promotion (including image-building and investment-generating activities 

and investment-facilitation services); 

 investment incentives; 

 costs (related to corruption and administrative inefficiency); and 



Page 150  

 social amenities (for example, schools, quality of life)” (IMF 1999). 

4.9.2 Type of foreign direct investment classified by motive of firms and principal 
economic determinants in host countries 

The IMF (1999) points out that this motive for FDI describes how business and other economic 

determinants enhance attractiveness for investors in terms of potential magnitude of return on 

investment (ROI). 

4.9.2.1 Market-seeking 

 “market size and per capita income; 

 market growth; 

 access to regional and global markets; and 

country-specific consumer preferences” (IMF, 1999) 

4.9.2.2 Resource/asset-seeking 

This motive for FDI describes the resources that may be available that enhance attractiveness 

for investors in tems of of locally available factors of production and existing assets that may 

form the basis of ROI. 

4.9.2.3 Structure of markets 

The structure of markets and availability of the factors of production enable investors to 

operate efficiently thereby maximising return on investment (ROI).  Key components of the 

structure of markets are -  

 “raw materials; 

 low-cost skilled labour; 

 skilled labour; and 

 technological, innovative, and other created assets (for example, brand names), 

including as embodied in individuals, firms and clusters” (IMF 1999). 

4.9.2.4 Efficiency-seeking 

This motive for FDI describes ease of doing business in terms of physical movement of goods 

and potential ROI which enhances attractiveness for investors, for exampe physical 

infrastructure (ports, roads, power, telecommunications). These efficiencies include the 

following: 

 “cost of resources and asses listed above, adjusted for labour productivity; 

 other input costs, such as transport and communication costs to/from and within the 

host economy and other intermediate products; and 
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 membership of a regional integration agreement conducive to the establishment of 

regional corporate networks” (IMF 1999). 

To establish a priority among attractors for FDI, consulting firm Kearney (2016) surveyed 

investors to establish a rank order for factors which influenced their investment decisions in a 

foreign market most. Table 4.10 below reflects the results of this survey. While the Kearney 

surveys are aimed at country level many of the attractors may be made available by city 

government through strategy, policy and municipal legislation. City to city networked 

relationships may provide a gateway for industrialists from one city to invest in another city. 

Cities attracting investment may have already built or possess many of the properties that may 

attract investors, as listed below.  

Table 4.10: Attractors for foreign direct investment (FDI) 

Rank 
Number 

Description 

1 General security environment 

2 Efficiency of legal and regulatory processes 

3 Tax rates and ease of tax payment 

4 Technological and innovation capabilities 

5 Transparency of government regulation and lack of corruption 

6 Domestic market size 

7 Domestic economic performance 

8 Ease of moving capital into and out of the country 

9 Strength of investor and property rights 

10 Government incentives for investors 

11 Government participation in trade agreements 

12 Cost of labour 

13 Availability of financial capital in domestic market 

14 Availability of land or real estate 

15 Talent and skill level of labour pool 

16 Research and development capabilities 

17 Availability of raw materials and other inputs 

18 Quality of transportation infrastructure 

19 Quality of telecommunications infrastructure 

20 Quality of electricity infrastructure 

Source: Kearney (2017:10) 

The above attractors may be embedded in city government policy-making, where such policy 

is within the constitutional municipal mandate for city government. Attracting greater FDI may 

enable sustainable economic development and city government resilience. Among the highest 
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ranked priorities for attracting FDI in Table 4.8 above are criteria that are directly 

interdependent with and within the ambit of national government policy. Among some of the 

highly ranked factors that investors may consider are: 

 “technological and innovation capabilities; 

 lack of corruption; 

 city government incentives for investors; 

 availability of land or real estate; 

 talent and skill level of labour pool; 

 research and development capabilities; 

 quality of transportation infrastructure; and 

 quality of telecommuncations infrastructure” (Kearney 2017:10) 

City government may also influence and determine policy that influence the factors that 

influence investors specifically cost of city government. Cost of government as percieved by 

potential investors may constitute an important attractor for foreign direct investment in a 

specific city. These costs typically include: 

 “cost of labour; 

 general security environment;  

 regulatory transparency; 

 efficiency of legal and regulatory processes; and 

 tax rates and ease of tax payments” (Kearney 2017:10). 

 

Costs of government may also be deteremined by shifting social and political dynamics as 

well as expectations of what governments must do. 

4.10 Cost of government 

Drucker (1994) pinpoints new realities which may bring to bear pressures on government to 

perform. He posits that these pressures may emanate from small highly organised minorities, 

single-cause or single-interest in their focus and totally political in the form of new mass 

movements. He argues that to try and satisfy them through charisma may result in mis-

leadership and mis-performance. The “new realities” he describes “will make totally different 

demands on political leadership” (Drucker 1994:56). Drucker points out that “[f]or almost two 

centuries we hotly discussed what government should do. We almost never discussed what 

government can do” (Drucker 1994:59). Drucker adds that it has become widely accepted that 

and evidence now demonstrates that “there are limits to what government can do”. He points 
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out that “there are three reasons for this change”. Drucker describes these reasons in the 

following manner:  

 “the failure of government programmes and government operations since the second 

world war; 

 there are limits to what taxation and spending can achieve; and 

 there are limits to government’s ability to raise revenue” (Drucker 1994:61, 62). 

The unrealistic expectations that accompany assumptions about what government should do 

will, in the face of the above realities, inevitably result in disappointment and frustration for 

governments and citizens. This may in turn lead to protest and antisocial behaviour in society.  

4.10.1 The role of expectations and pressure on government cost  

In the context of rising expectations of government from citizens at both national and city levels 

in South Africa, Cronje (2017:51) points out that “[o]ur critics ask why if we are correct in 

suggesting that living standards have improved so quickly, is there so much violent protest 

action and anti-social behaviour in our society”. He goes on to argue that “as life improves in 

any society, people begin to expect continued improvement in their living standards and what 

city government should do”. Where the economy becomes unable to secure such 

improvements, a dramatic political reaction is likely to be triggered by exactly what we see in 

South Africa today” (Cronje 2017:51). Pressure from rising expectations of government may 

result in greater demands and at the same time demands for lowering the cost of government. 

This dynamic may reflect the “new realities” Drucker describes above. Drucker argues that 

because we know there are limits to government’s ability to raise revenue, city government 

may need to return to a more focused and back to basics, business-like approach for 

discharging its mandate. City government may need to prioritise carefully and engage with its 

citizens regarding its strategies and policies. Cronje (2017:51) warns that “expectations may 

be outpacing realities currently on a national level”. 

Osborne and Hutchinson (2004) advise that a back to basics approach for municipalities 

emphasises getting back to the fundamentals of sound value for money government. This 

approach may also enhance sustainability and ensure resilience through the capacity to 

formulate robust plans and capably execute such plans. Osborne and Hutchinson (2004) 

provide certain basic frameworks and principles for a back to basics approach for government 

in general, which may also applicable to city government. Osborne and Hutchinson offer a 

perspective on cost cutting and austerity from New York in the USA and the effects on other 

government institutions following the New York example. They point out that: 



Page 154  

“Bloomberg the mayor of New York announced a layoff of 3,400 city employees and 

the closure of eight firehouses. The following day the city Department of Education 

cut 3,200 jobs. America’s largest city faced a budget shortfall of $3.3 billion, despite 

an 18.5 percent increase in the city property tax and elimination of 14,000 city jobs 

since mayor Bloomberg took office” (Osborne and Hutchinson 2004:2). 

Starting from the perspective of resource availability in preference to expectations that may 

be unrealistic, and then only deciding what ought to be done by government, could enable city 

government to apply downward pressure on the costs of government.   

The principles put forward by Osborne and Hutchison can also be of value to municipalities in 

South Africa. Specifically, their financial emphasis may add value as this is one of the key 

vulnerabilities, resulting from the large-scale wastage in municipal government as a result, of 

the irregular spending described above (see Table 4.2 above). The Osborne and Hutchinson 

approach includes goal-setting and review as a key process for improving productivity and 

quality of services in city government. Evidence from Latham and Locke (1984) supports this 

emphasis. Osborne and Hutchinson provide tactics for “smarter government” and an approach 

for providing better results for citizens, as reflected in Tables 4.9 and 4.10 below respectively. 

Tactics for smarter government include many of the modern management approaches used 

in successful business ventures. So-called problems are analysed before setting the price that 

government may have to fund. This is therefore an inclusive process where priorities are 

chosen, and realistic goals are set. Purchasing priorities set on a competitive basis ensure 

that such services are provided at optimal costs. 

Table 4.11: Smarter government 

No. Tactic Analysis 

1 Getting a grip on the 
problem 

Is it short or long term? 
Is it driven by revenue or expenses or both? 

2 Setting the price of 
government 

Determining how much the citizens are willing and able to 
pay 

3 Setting and communicating 
the priorities of government 

Deciding which results citizens value most 

4 Setting the price of each 
priority 

Deciding how much the government will spend to produce 
each of these outcomes. 

5 Purchasing the priorities Deciding how best to produce the desired results at the 
price citizens are willing (and able) to pay 

Source: After Osborne and Hutchinson (2004:13) 

Osborne and Hutchinson argue that the best results may be obtained as a result, of regular 

reviews to eliminate projects that are no longer needed. They also advocate deciding what not 

to do as a means of focusing on strategic areas for services. In addition, they advocate the 
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elimination of patronage among employees by focusing on competence for building capability. 

They argue that approaching the provision of means in terms of services should be evidence-

based and the results delivered to citizens should be assessed from their point of view. 

Table 4.12: Better results for citizens – approaches for providing the means 

Number Approaches 

1.  Strategic reviews: Divesting to invest. Shutting down projects that have become 
entrenched and are no longer needed.  

2.  Consolidation around strategic focus areas. Deciding what not to do. 

3.  Rightsizing: Elimination of patronage focusing on competence for building capability 

4.  Buying services competitively 

5.  Rewarding performance, not good intentions 

6.  Smarter customer service: Putting customers in the driver’s seat 

7.  Don’t buy mistrust – eliminate it 

8.  Using flexibility to get accountability. Enabling the person closest to management 
information to take responsibility and be accountable 

9.  Making administrative systems allies not enemies 

10.  Smarter work processes: Use tools from industry to create efficiencies and 
continuous improvement of quality, productivity and value 

Source: After Osborne and Hutchinson (2004:13–17) 

Leveraging recommendations in Tables 4.11 and 4.12 above may require leadership that 

takes a stand, and at the same time is accountable and capable of formulating appropriate 

policies and plans. Such plans for delivery of services need to be executed on time, on budget 

and on quality. Rebuilding confidence in citizens following a lapse may be easier at the city 

level because of the proximity of citizens to their representative on the governing body. 

4.10.2 Service delivery (water, sanitation, health, housing and nutrition) 

The IRR (2014) describes the current violent protests as “service delivery protests”. It goes on 

to point out that “these protests are taking place against the background of widespread public 

violence”. A count by the IRR shows that 45 people have died in these protests over the past 

decade, most of them at the hands of the police. These figures exclude the fatalities at 

Marikana. According to a recent statement by the police, 1882 violent protests occurred 

between April 2012 and March 2013. “Grievances include lack of water, or housing, or 

sanitation, or electricity. In some cases, promises made, had not been met, while in others 

delivery has been interrupted” (IRR 2014:24). Barber, Rodrigues and Artis (2016:6) describe 

their service delivery framework, which they call “deliverology”, under the following headings:  

 “develop a foundation for delivery;  

 understanding the delivery challenges;  
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 plan for delivery; and 

 drive delivery and create an irreversible delivery culture” (Barber et al. 2016:6). 

Categories of what Barber et al. posit as foundations for “deliverology” stand out, as they 

provide an actionable frame of reference for city government.  These categories are:  

 “building a delivery unit;  

 understanding the current reality; and from that base;  

 develop a plan to reform the current delivery strategy, while at the same time;  

 Improving the quality of execution; [see Figure 4.3 below] and  

 establishing routines [my emphasis] to drive and monitor performance ensures that 

there is adequate pressure to perform” (Barber et al. 2016:6). 

According to Barber et al. (2016:7), “[b]uilding capacity all the time [my emphasis] constantly 

raises capability”. They assert that this is a constant investment in capability through capacity 

building as capacities underpin capability. They point out in Figure 4.3 “Map of delivery” below 

that successful delivery requires “boldness of reforms and quality execution” to achieve 

improved outcomes and a transformation to a delivery culture. 

 
Figure 4.3: Map of delivery 

Source: Barber (2015:6). 

Barber et al. (2016:13) advocate benchmarking as a scientific method for goal-setting and 

review. They describe five types of benchmarking (see Table 4.13 below), which may also be 

useful as the basis for a review of performance and basis for continuous improvement 

processes. 
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Table 4.13:  Benchmarking 

Type of benchmarking Example of questions to be asked 

against history What levels of performance have we achieved in the 
past? 

against the world What levels of performance are achieved in systems 
like this elsewhere in the world? 

against other similar systems How do we compare to other systems like ours (e.g. 
among Australian provinces or German länder)?  

within the system What levels of performance are achieved by the 
best-performing units in the system (e.g. a hospital, 
a school, a police force)? 

against organisations that are altogether 
different but have some similar relevant 
functions 

What can we learn from them about how they do 
that? 

Source: Barber (2015:14).  

It may be appreciated that calibrating to benchmarks set by other governments’ levels of 

performance locks city government into using benchmarking as followers. When a city 

government wishes to lead by setting the standard or benchmark for other city governments, 

it will require continuous structured innovation and improvement systems such as may be 

found in TQM and Kaizen for raising the quality and value for money of services.  

Goal-setting and review have been described above as high leverage for raising productivity 

and quality. Organisational routines, where specific steps in a structured process of delivering 

services – what Barber et al. (2016) refer to as “deliverology” – may be designed for 

embedding goal-setting and reviewing progress and quality improvement. These may be used 

over time by city government to create and embed an irreversible delivery culture. 

4.10.3 Attracting and nurturing talent 

Attracting FDI capital is important to growing an economy. However, attracting and nurturing 

human capital in the form of talent is just as important and requires a deliberate strategy to 

succeed. According to Lee Kuan Yew, the priority for and importance of nurturing and 

attracting talent to Singapore was the basis of its success. Yew (2000) posits that “[t]alent is 

a country’s [and a city’s] most precious asset. For a small country with two million people in 

1965 it was the defining factor”. Singapore may also be viewed from the perspective of being 

a successful city state. Yew (2000) describes the Chinese workforce in Singapore as 

descendants of agricultural labourers and many of the better educated citizens had emigrated 

to access better career opportunities in countries such as Canada, New Zealand and Australia. 

In 1980, Yew formulated a specific recruitment strategy that included structures for placement 

and social integration. Further dimensions of Yew’s strategy for attracting of talent that may 

be relevant to city government were the following:  
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 “meeting promising students at their universities to try an interest them in jobs in 

Singapore; 

 for the exceptionally bright, Singapore tried to ‘green harvest’ by offering jobs before 

graduation, on the basis, of performance before final examinations; 

 scholarships in the hope that some would remain because of better job opportunities 

in the city government; 

 change our outmoded, bureaucratic immigration policy; and 

 elimination of fear of competition both at professional and lower levels; there was a 

resistance to an inflow of talent” (Yew 2000:135–144).  

A significant component of Yew’s relentless focus on the development of Singapore may be 

clearly observed in his focus on attracting talent with the competence required to support the 

growth strategy. Retaining and nurturing talent that was attracted through meaningful jobs that 

leveraged the “true motivators” identified by Herzberg above, involved motivating incumbents 

by providing -  

 “a sense of achievement;  

 recognition through regular performance feedback;  

 the work itself;  

 real responsibilities;  

 advancement;  

 personal growth; and  

 other true motivators (Herzberg 1987:112).  

Attracting and nurturing talent formed a foundation for the growth and ultimate success of 

Singapore in becoming a capable state that remains internationally competitive and resilient. 

Yew (2000) provides a benchmark for building capability by developing competence that 

supports strategy. Van der Merwe (2008:222) identifies “Key Strategy Enabling Processes” 

based on cross-cutting capabilities and competencies. Examples of these include the 

following: 

 “leadership development; 

 strategy engagement forum; 

 scenario-based strategy; 

 building strategy and alignment; 

 business model development; 

 performance management; 
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 systems thinking; 

 change management; and 

 organisational culture” (Van der Merwe 2008:222). 

These areas of competence are candidates for developing cross-cutting competence for a city 

government resilience strategy.  

4.11 Capability capacity-building in cross-cutting competence areas 

Prioritising the development of capacity to support building capability for a city resilience 

strategy comprises integrating the formal part of a performance management system with a 

personal development planning process (PDPs). These PDPs may be formulated for intact 

executive teams and for individual executive leaders and executive managers. As with 

performance management the system the responsibility for learning should reside with the 

learner. This requires personal development goal-setting as part of the performance 

management system. Developing capacity in learner-directed mode commences with a self 

diagnosis of needs based on an assessment of competencies. In 2000 United Nations 

Development Programme (UNDP) as part of their Southern African Capacity bulding Intiative 

commissioned the developedment of a competency profile for “strategic leadership”. CIL 

developed this profile for the purposes of self assessment among the UNDP development 

professionals in the various missions in Botswana, Lesotho, South Africa, Namibia and 

Mocambique. The competency profile consisted of competencies and behaviour descriptions 

across competencies identified by the UNDP executive leadership.  Competence descriptor 

categories included; “Knowledge (what must be known by the incumbent), Skills (what the 

incumbent must be able to do), and Attitudes (the way the incumbent should go about doing 

their tasks)” CIL (2000:2,3). Once self assessment was completed and numerical scores 

according to “None, Basic, Competent and Advanced” allocated priorities could be set for 

individuals based on scores. Learning resources could be then identified and brought to the 

learner or group of learners. 

4.11.1 Team and individual capacity building 

In alignment with the perspective of holism and the primacy of the whole principle, capacity 

building should take place within teams first, as the primary site, and then with individuals in 

the executive team. PDPs may be included as part of a performance contract in a formal 

performance management system (PMS), where the team and the individual are held 

accountable for their development. PDPs enable goal-setting and regular reviews to assess 

progress. Role clarification and contracting for performance (see Figure 4.4 below), goal-

setting and accountability may incur the responsibility for developing appropriate competence 
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within the team and within the individual. When executing a resilience strategy, there are 

numerous cross-cutting competence areas that determine the capability to execute a city 

government resilience strategy. In the face of a resilience challenge, this execution may be 

identified as the bridge between formulating a resilience strategy and city government 

resilience itself.   

4.11.2 Public service training and education  

Capacity development takes on a certain significance in city government as the first 

investment in building capability. To date, the ANC government staffing policy has comprised 

so-called cadre deployment, where loyalty to the ANC tripartite alliance in preference to 

competence to do the job has been the main criterion for most executive and managerial 

appointments. As reported above by the IRR (2014) this policy has resulted in an absence of 

capability and capacity to perform the basic functions of modern government. It therefore 

follows that competence areas that are useful for ensuring city government resilience may be 

extensive and should be focused on supporting the development of capability as well as city 

government strategic priorities such as sustainable economic development through a focus 

on the NDP. For city government support the focus of policy should be on building a 

developmental state.  

The White Paper on Public Service Training and Education (PSTE) of July 1997 outlines, in 

detail, the framework for a new system of PSTE. The school of government established in the 

National School of Governance (NSG) aims to “contribute to establishing a capable 

professional and responsive public sector that is committed to, and, has institutionalised the 

values of a developmental state. A public sector that delivers services that are able to address 

the challenges of poverty and inequality” (NSG 2017). The NSG goes on to say that -  

“… the NSG is responsible for learning and development programmes in a uniform 

public sector with the objective of developing a professional, responsive and capable 

public sector, driven by the imperative of a developmental state. A culture and ethos 

of service will be imbued throughout the public sector, meeting the expectations of 

stakeholders and communities, and based on policy commitments of government” 

(NSG 2017).  

The legislative mandate for the NSG is derived from section 4 of the Public Service Act (South 

Africa 1994). The NSG describes its mandate as follows on their website: 
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“There shall be a training institution listed as a national department (in Schedule 1). 

1) The management and administration of such institution shall be under the 

control of the Minister.” 

2) Such institution:  

Shall provide such training or cause such training to be provided or conduct 

such examinations or tests or cause such examinations or tests to be 

conducted as the Head of the institute may with the approval of the Minister 

decide or as may be prescribed as a qualification for the appointment or transfer 

of persons in or to the public service; 

May issue diplomas or certificates or cause diplomas or certificates to be issued 

to persons who have passed such examinations” (NSG 2017). 

On examination of the curricula offered by the NSG it was found that none of the competencies 

that may be required by e-governance, cross-cutting competence listings and building a 

resilience strategy for city government were being offered. Capability and capacity building 

has been positioned as the first, priority that should be considered in the proposed diagnostic 

for gauging city government resilience. 

The competence areas reflected below have been identified for the purposes of the diagnostic 

instrument. However, providing reliable and validly calibrated behavioural descriptions for 

each level of each competence is beyond the scope of this research. Nevertheless, details of 

specific competence areas have been provided based on relative importance and where 

novelty, subtleties and complexity could result in misunderstandings in acquiring such 

competencies. As part of the diagnostic instrument, simple descriptions have been developed 

which should be perceived as relevant, clear and applicable by users of the instrument. 

4.11.3 South Africa Constitutional knowledge and metropolitan municipal mandate 

As stated earlier the supremacy of the South African Constitution and specifically the mandate 

for municipalities should be well known by leadership in the widest sense as a shared vision 

and should be reflected in policy to which public servants are held accountable. This requires 

that city executive leaders and executive managers may have an intimate, practical knowledge 

of the South African Constitution and their municipal mandate as well as certain amendments. 

Anecdotal reports indicate that in the face of cadre deployment and the ANC historical 

hegemony to date, it is likely that this capacity may need to be more widely built. As an 

enabling process goal-setting and review, including the development of capacities using a 

PDP process, can be viewed as the first, priority of capacity building. 
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4.11.4 Goal-setting and review – performance management systems 

Managing accountability and performance is most effective when embedded in the context of 

an organisation-wide goal-setting and review process. According to Locke and Latham (1984), 

goal-setting motivates and raises productivity and they noted an average gain of 20% in 

performance over numerous tasks. They go on to reference Likert (1967), who argues that 

“group goal-setting fosters a higher degree, of cooperation and communication than individual 

goal setting and is preferable. When tasks to be accomplished are highly interdependent, 

group goals are indeed appropriate” (in Locke and Latham 1984:15). In addition, the 

transparency of group goal-setting mobilises social pressures from peers to perform to the 

goals set in an inclusive manner.  

While much has been written about managing performance per se, implementation of a PMS 

as a free-standing process in organisations such as metros may result in disappointment and 

consequently the urgency of introducing a PMS system may be short-lived. When not part of 

a regular routine or fully embedded in creating a performance culture, it will probably not raise 

performance. Van der Waldt (2004:4) points in this regard to “a clear link between improving 

service delivery and performance improvement”. Continuous improvement of productivity and 

quality may require a medium term of five years to a long term of 25 years for establishing 

organisational routines that result in changing assumptions and over time changing paradigms 

and embedding an organisational culture. The foundation for the “deliverology practice” 

advocated by Barber et al. (2016:151) can be created by establishing organisational routines 

which enable a shift to a “demanding delivery culture” becoming embedded in a city 

government organisation. A PMS may need to be seen to fit within the context of broader 

organisation goal-setting and alignment with organisation-wide strategic priorities. In this 

context, an organisation-wide PMS within a team and for individuals may be seen as part of 

the strategic conversation referred to by Van der Heijden (1996). 

Strategy-making and alignment should take place within an established routine of skilful 

strategic goal-setting and review conversations, also referred to as strategic conversation, 

which take place within an intact team as well as one on one. Regular (weekly) and quarterly 

review of goals identified, culminating in an annual performance assessment, represents an 

embedded process of goal-setting and review. Ideally, this assessment is integrated with 

recognition and rewards that comprise the “true motivators” mentioned above (Herzberg 

1987:112). Measurement of performance using scorecards has been shown to be useful, 

although it is generally agreed that measures on their own will not increase performance, raise 

productivity and quality or improve service delivery. It is widely accepted that effective 

leadership is important in the achievement of agreed goals.  
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Leadership as taking a stand is based on systemic principles for leadership advocated by 

Friedman (1985). For Friedman, taking a stand on what leadership believes in and holding 

that stand until the system aligns with the leadership stand constitutes the essence of a 

systemic perspective on leadership (Friedman 1985). In the context of a PMS, this principle of 

taking a stand may be applied to specific agreed and contracted tasks, as well as productivity 

and quality goals. This systemic leadership principle may also ensure capability in city 

government and help in establishing continuous improvement and innovation and raising 

service delivery standards. Figures 4.4 and 4.5 below illustrate these principles. Capability 

and capacity-building are used in a complementary way. In Figure 4.4, goal-setting takes place 

through agreement on desired results and purpose, and at the same time within the context 

of an honest view of the current reality. Goal-setting for the whole organisation, and for teams 

and individuals, is done by taking cognisance of the strategic leverage areas of the whole 

organisation and each cluster. The goal-setting cluster can also be used for specific aspects 

of city government such as a resilience strategy itself, building capability or raising levels of 

service delivery and so on. Describing the virtuous cycle in Figure 4.4: “goal-setting” leads to 

“accountability” through role clarification, contracting and action planning. Accountability 

leads, through quality conversation, to leadership and engagement and then to “performance 

review”. This, in turn, reinforces “goal-setting” to complete a virtuous circle. The result of a 

virtuous cycle may be the continuous improvement of the “level of productivity and quality” 

over time, as illustrated in Figure 4.5 below. 

 

Figure 4.4: Goal-setting, accountability and performance review 

Source:  CIL (1998) 
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Figure 4.5: Goal-setting, accountability and continuous improvement of productivity and quality 

Source: CIL (1998)  

Goal-setting may be integrated vertically within an organisation via Likert “linking pins”, as 

illustrated in Figure 4.6 below. Performance reviews can also take place in teams as well as 

on a one-on-one basis between leadership, that is, the linking pin, and the individuals in the 

team. Regular, routine reviews weekly, quarterly and formally once a year, enabled by quality 

conversation, leadership and engagement skills, will promote organisational responsiveness 

and continuous improvement using the linking pin concept in a PMS. The result may be the 

development of organisational alignment so that the organisation may respond as one. In 

addition, there will be the accountable execution of agreed goals on time on budget and on 

quality.  
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Figure 4.6: Vertical integration through Likert linking pins 

Source: Likert (1967) 

Figure 4.6 illustrates the role of Likert’s linking pins (see above), namely, to ensure vertical 

integration. The role of linking pins is also to ensure alignment and responsiveness from the 

whole organisation to shocks from the external environment. In the service delivery process, 

the quality assurance of services can also take place by means of linking pins. Goal-setting 

and review processes can use the linking pins to ensure that the chain of accountability and 

responsibility is secured through a system of interlinking performance agreements.  

4.12 Successful organisational change management  

Ensuring city government resilience in the sense of adapting rapidly to and recovering from 

resilience challenges can be seen, as the capability to manage change effectively. Kotter 

(1995) warns that “two out of three attempts to manage change in organisations fail and do 

not produce the intended change”. Kotter identifies several reasons for successful change, 

which are the converse of the “eight problems” described by Endres (2005) below. Kotter’s 

reasons for ensuring success are as follows:   

 “establishing a sense of urgency; 

 forming a powerful guiding coalition; 

 creating a shared vision; 

 communicating the vision; 

 empowering others to act on the vision; 

 planning for and creating short-term wins; 



Page 166  

 consolidating improvement and producing still more change; and 

 institutionalising new approaches” (Kotter 1995). 

The eight problems that are contra to reasons for ensuring success are the following: 

 “allowing too much complacency; 

 failing to create a sufficiently powerful guiding coalition; 

 underestimating the power of a vision; 

 under-communicating the vision by a factor of 10 or 100; 

 permitting obstacles to block the new vision; 

 failing to create short term wins; 

 declaring victory too soon; and 

 neglecting to anchor changes firmly in the organisational culture” (Endres 2005:40). 

The above imperatives for successful management of change and the contra problems they 

address may provide the basis for identifying high leverage items and descriptors in the 

proposed diagnostic instrument. Building and ensuring the effective management of city 

government resilience challenges should take place at the same time as effectively managing 

the day-to-day dynamics and complexity of city government and its administration. This conflict 

of priorities presents a key dilemma for managing change successfully. Resolving this 

dilemma successfully can play a key role in the Adaptation (A) and Recovery(R) phases of the 

expanded AAR diagnostic framework below. Failure to resolve this dilemma productively may 

be identified as one of the common threads that tie together Kotter’s eight reasons for why 

many change efforts fail. The implication of this is that in two out of three cases, failure to 

adapt and recover will be an important limiting dynamic in a city government resilience 

strategy. Successful management of change may therefore be an important differentiator for 

this diagnostic instrument. The establishment of a strategy and engagement forum which 

engages a representative group of executive leaders and executive management from across 

the organisation is supported by Weisbord (1992), when he advocates the engagement of the 

whole organisation in any change process. The participants in the forum should link to the 

entire organisation via Likert linking pins. This structure may enable communication with and 

the engagement of the whole organisation.  

Trompenaars and Hampden-Turner’s (1998) dilemma mapping may be used to map and 

demonstrate the effective resolution of this dilemma by creating the Strategy, Leadership and 

Engagement (SLE) forum described in the figure below. In the dilemma map illustrated in 

Figure 4.7 below, lopsided thinking is represented in D1 and D2, where either city government 

resilience strategy or city government administration are engaged in a lopsided manner on 
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their own. Reconciling this dilemma, the SLE forum may engage the city resilience strategy 

through management in terms of goal-setting and capacity building among SLE members. 

The SLE forum enables adaptation and recovery as a continuous change management 

process and avoids the pitfalls Kotter warns against and which are the causes of failure of 

change management processes. 

 
Figure 4.7: Resolving the key dilemma for enabling successful change management 

Source: Van der Merwe (1991:66). 

Change management is often treated, mistakenly, as a project with a finite beginning and end. 

This may be also a mistaken assumption for building resilient city government. As the 

frequency of disruptions increases and challenge city government resilience, there may be a 

case for using the SLE forum as the infrastructure for managing change on a continuous basis.  

The SLE forum may also be useful for developing and exercising capability, which is defined 

by the APSC (2017) as “Leadership, Strategy and Delivery”. City administration needs to 

execute its mandate efficiently and cost-effectively and, at the same time, it needs to build a 

resilient city government strategy in order, to engage its capability to respond resiliently in 

adapting to and recovering from shocks. Capability in terms of leadership, strategy and service 

delivery may have been built in advance of resilience challenges experienced by city 

government through capacity building. The positioning of capability and capacity building has 

been designed to stimulate a conversation regarding these two aspects at the outset of 

gauging resilience as they are the basis and foundation of the remaining six Factors. 
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Regarding appropriate membership of the SLE, the Executive Mayor and the Mayoral 

Executive Committee (MECs) in city government, as defined in the South African Constitution, 

satisfies the guidelines for good governance. However, the membership of this group is 

probably not inclusive enough to take the entire city government organisation along with the 

changes required to build and execute a city government resilience strategy. In addition to the 

MEC leadership, membership of the SLE forum could include the leadership of functional silos 

reporting to the MEC. Informal leadership and constructive heretics, as identified by Kleiner 

(1996), from the middle ranks of city government may also form part of the SLE forum. Kleiner 

refers to heretics as people who, in the context of city government, are loyal to the organisation 

and who, at the same time, hold a contrarian view of the city government priorities, policy and 

how city government should be managed and led (Kleiner 1996). Heretics often provide 

innovative insights into complex organisational dynamics. These heretics or informal 

leadership may also be gatekeepers who manage the flow of information and signalling from 

executive levels to the middle and lower strata of organisations. It is therefore an advantage 

to include them in the SLE. Accordingly, forum membership should be structured inclusively 

so that the entire city government organisation is represented, thus eliminating what may be 

called “silo thinking” and communication gaps between divisions.  

4.12.1 Building infrastructure for successful change management 

Weisbord (2010:47), in his description of his “Future Search” change management 

methodology, advocates “[g]etting the whole system in the room”. He suggests that the change 

leadership should include the whole organisation in a strategic conversation about change. 

According to Weisbord (2010), this should be done to enable ownership and the successful 

execution of change. This may be achieved in a structural intervention by building 

infrastructure for strategic conversation that is inclusive and cross-functional. This type of 

forum has already been referred to as the SLE forum (see Figure 4.7 above). The SLE forum 

includes executive leadership and executive management and other representatives who, 

together, are capable, of taking the whole organisation along, as well as forming a critical 

mass and a powerful guiding coalition to lead change successfully. Building this infrastructure 

may be essential for a successful city government resilience strategy. In this forum, shared 

leadership may assist in sustaining a resilience strategy focus over time until the strategy is 

embedded in the culture and the paradigms of the city government organisation. This kind of 

forum may be found in the JUSE in Japan, as well as organisational quality councils in 

Japanese TQC and Kaizen strategies in large industrial organisations.  

In the early 1980s, Eskom was technically bankrupt, as a result, of the accelerated building of 

new power stations to match the demand forecast for electricity which in turn is based on an 
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economic forecast. The high leverage areas described by Van der Merwe (1991:69) that were 

engaged are identified in Table 4.14 below. The Eskom turnaround engagement forum, called 

the “The Top 30” in Eskom, played an important role in the successful turnaround. In the 

1990s, the Open University (OU) used a similar forum to engage the leadership of the OU in 

scenario development and change management. The purpose, design and functionality of the 

SLE forum have been described in depth (CIL 1992). CIL (1992) reminds us that the purpose 

of this forum is to build infrastructure for ownership, shared leadership and the alignment of 

strategic priorities across the organisation to manage change sustainably and successfully. 

An important aspect of the SLE forum process is the conversation quality and the engagement 

in strategic conversation. A conversation which enables double-loop learning assists 

executive leadership and executive management to change the assumptions they hold and to 

then change their decisions and actions that follow. Typical results from the SLE forum listed 

by CIL (1992) are the following:  

 “maintaining momentum;  

 broadening ownership;   

 building critical mass for change;  

 preliminary conversations about change initiatives;  

 management of resistance;  

 elimination of silo-thinking;  

 activating linking pins to build vertical integration;  

 raising the level of accountability and performance; and  

 capability and capacity building” (CIL 1992). 

The successful Eskom recovery and resilience organisational development experience in the 

1980s identified a number, of high leverage interventions and areas for building resilience, 

which enabled successful recovery and turnaround. High leverage areas are reflected in Table 

4.14. The cluster headings and items listed below are self-explanatory. Cluster headings for 

high leverage areas are the following:  

 “leadership and alignment; 

 training and development [capacity building]; 

 participation [inclusion]; 

 recognition and rewards [in alignment with the items above]; 

 recruitment, promotion and succession [based on merit and peer assessment]; and 

 communication [regular inclusive evidence-based communication from leadership to 

all internal and external stakeholders]” (Van der Merwe 1991:69). 
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As an indicator of the success of this recovery process it may be noted that on completion of 

this 1989 resilience strategy process, the international ratings agencies granted Eskom in 

1990 a AAA+ credit rating status– a better credit rating than the South African government at 

the time. 

Table 4.14: High leverage areas for organisation recovery and resilience (Eskom circa 1985-89) 

High leverage areas for organisation recovery and resilience 

Leadership and alignment 

 Vision and strategies [“Top 30” aka Strategy Leadership and Engagement (SLE) 
Forum] 

 Evaluate [strategic and business] plans 

 Individual results 

 Performance review (conversation quality and engagement) 

 Pay Links [to job evaluation and on job results delivered] 

Training and development (competency-based capacity building) 

 Management [executive management, mid-management] 

 Supervisors 

 Trainers/facilitators 

 Human resources [staffers] 

Participation (inclusion)  

 Problem-solving teams [cross functional at mid-management levels] 

 Quality Circles [Part of TQC, Kaizen and TQM] 

 Productivity measurement and Improvement [REALST Modelling] 

Recognition and rewards [alignment with Items above] 

Recruitment, promotion and succession [Based on merit & peer assessment] 

Communication [regular, inclusive, evidence-based communication from leadership to all internal 
and external stakeholders] 

Source: Van der Merwe (1991:69) 

The Eskom case study because as a state-owned enterprise (SOE) it falls within government, 

its successful resilience strategy may provide valuable learning for successful organisation 

change for city government. Disruptions in energy and transportation with taxi-hailing systems, 

autonomous vehicles and solar photo voltaic (PV) are already having an impact on jobs and 

industries. These disruptions are the forerunners of a number, of technology and business 

model-driven disruptors with according to Schwab (2016b) of the World Economic Forum 

constitute a revolution equal in magnitude to previous industrial revolutions. 

4.12.2 The fourth industrial revolution and technology-driven deep shifts   

Schwab (2016b) posits that disruptions and changes will be the result of what he has termed 

the “Fourth Industrial Revolution”. This revolution has been preceded by three previous 

revolutions, each with a specific focus (see Table 4.15 below). These revolutions have 

transformed organisations, industries and countries. Jobs have disappeared, and new jobs 

have been created. The so-called fourth industrial revolution may have a similar effect. As it 
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is currently seen by many as predetermined and unpredictable, this revolution may have an 

impact upon city government resilience and require specific strategies to minimise damage 

from disruptions. 

Table 4.15: The fourth industrial revolution and city government resilience 

Industrial 
revolution 

Year Information  

First 1784 Steam, water, mechanical production equipment 

Second 1870  Division of labour, electricity, mass production 

Third 1969 Electronics, IT, automated production, robotics 

Fourth ? Cyber-physical systems, and 23 Deep Shifts (destruction of all jobs 
that can be automated, Internet of Things (IoT), enabling smart 
cities, direct engagement of and feedback from citizens, education 
enabled by massive open online courses (MOOCs) and auto-
didactism via smart phones) 

Source: Schwab (2017:6) 

Schwab (2017) warns that the fourth revolution is distinct from the previous revolutions 

because of its “high velocity, wide scope, structural disruptions and systems impact” (Schwab 

2017:3) He goes on to say; “that the speed of current technology driven breakthroughs has 

no historical precedent, when compared to previous industrial revolutions” (Schwab 2017:9). 

According to Schwab, the fourth revolution is evolving and approaching at an exponential 

rather than a linear pace. Moreover, Schwab tells us that it will disrupt almost every industry 

in every country, and the breadth and depth of these changes herald the transformation of 

entire systems of production, management, government sectors and governance. The 

predetermined nature as well as the potential magnitude of their impending impact, the so-

called “23 Deep Shifts” mentioned by Schwab (2016:120–172), are reflected in Table 4.16 

below.  

A global sample of 800 executives was surveyed by the World Economic Forum (WEF) Global 

Agenda Council to identify their perceptions of the convergence of various technologies. The 

resultant 23 Deep Shifts were identified. Respondents were also requested to indicate and 

describe the Tipping Point (TP) for a specific Deep Shift and whether the TP will have been 

reached by 2025. The percentage of participants in the survey that indicated that the TP will 

have been reached by 2025 is indicated. The potential social impact is described in column 4. 

The Deep Shifts that may be relevant to city government resilience have been identified with 

an asterisk (*) and bolded. 
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Table 4.16: The fourth industrial revolution – 23 Deep Shifts 

Deep Shifts 
The Tipping Point 
(TP) 

By 2025 
what % 
said TP 
reached 

Social Impact 

Shift 1:  
Implantable 
technologies 

First implantable cell 
phone 

82 Pacemakers and cochlear implants are 
only the beginning of this shift. Smart 
tattoos for IDs 

*Shift 2:  
Our digital 
presence 

80% of people with a 
digital presence on the 
internet 

80 Present on more than one of these; 
Facebook, Twitter, Linked In, Tumblr 
blog, Instagram etc develop virtual 
relationships globally 

Shift 3:  
Vision as the new 
interface  

10% of reading 
glasses connected to 
the internet 

86 Eyes and vision access to the internet. 
Eye tracking becomes “intelligent” 
navigation, instruction  

*Shift 4:  
Wearable 
internet 

10% of people wearing 
clothes connected to 
the internet 

91 Wristwatches e-connected, chips 
embedded in clothes, self-managed 
healthcare 

*Shift 5: 
Ubiquitous 
computing 

90% of population with 
regular connection to 
the internet 

79 Today 40% of world’s population is 
connected to the internet. Will become 
a basic right. 

*Shift 6:  
A supercomputer 
in your pocket  

90% of the population 
using smart phones  

90 Many of the current smartphones 
contain more computing power than 
what were formerly known as 
supercomputers. Global smartphone 
subscribers estimated at 3.5 bn by 2019 
which is 50% smart phone penetration 

*Shift 7:  
Storage for all 

90% of people have 
unlimited and free 
(advert-supported) 
storage 

91 Commoditising of storage capacity. 
Prices have dropped exponentially by 
factor 10 every five years  

*Shift 8:  
The internet of 
things (IoT) 

1 trillion sensors 
connected to the 
internet 

89 Continuously increasing computing 
power and falling hardware prices in 
line with Moore’s Law 

*Shift 9:  
The connected 
home  

Over 50% of internet 
traffic delivered to 
homes for appliances 
and devices (not for 
entertainment or 
communications) 

70 Control of lights, shades, ventilation, air 
conditioning, audio and video, security 
systems, and home appliances. 
Additional support by connecting robots 
for all kinds of services such as vacuum 
cleaning etc. 

*Shift 10:  
Smart cities 

The first city with more 
than 50 000 
inhabitants and no 
traffic lights 

64 Many cities will connect services utilities 
and roads to the internet … manage 
energy, material flows, logistics and 
traffic ... Singapore and Barcelona are 
already implementing intelligent parking 
solutions, smart trash collection and 
intelligent lighting. Smart cities are 
continuously extending their sensor 
technology and working on their data 
platforms, which will be the core for 
connecting the different technology 
projects and adding future services 
based on data analytics and predictive 
modelling 
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Deep Shifts 
The Tipping Point 
(TP) 

By 2025 
what % 
said TP 
reached 

Social Impact 

*Shift 12:  
Driverless cars 

Driverless cars 
equalling 10% of all 
cars on US roads 

79 Trials of driverless cars are already 
taking place by Audi in Singapore and 
by Google and others. Greater 
efficiency and safety. Reduce 
congestion. Disrupting existing models 
for car ownership, public transport and 
logistics 

*Shift 13:  
Artificial 
intelligence and 
decision-making 

The first artificial 
intelligence (AI) 
machine on a 
corporate board of 
directors  

45 AI can learn from previous situations to 
provide input and automate complex 
decision processes, easier, faster 
concrete solutions based on data and 
past experiences 

*Shift 14:  
AI and white-
collar jobs 

30% of corporate 
audits performed by AI 
have occurred 

75 AI is good at matching patterns and 
automating processes, which enable it 
to replace a range of functions 
performed today by people  

*Shift 15:  
Robotics and 
services 

The first robotic 
pharmacist in the US 

86 Robotics is beginning to influence many 
jobs from manufacturing to agriculture 
and services. Currently there are 1.1 
million working robots in the world. 
Machines already account for 80% of 
the work in manufacturing a car 

*Shift 16:  
Bitcoin and the 
blockchain 

10% of global 
domestic product 
(GDP) stored on 
blockchain technology 

58 Bitcoin and blockchain currencies are 
based on the idea of a distributed trust 
mechanism called the “blockchain”, as 
a way of keeping track of trusted 
transactions. Currently the worth of 
bitcoin in the blockchain is around US$ 
20 billion or about 0.025 of global worth 
of US$ 80 trillion. The open ledger 
approach enables peer-to-peer financial 
transactions, disintermediating financial 
institutions that currently provide this 
service 

*Shift 17:  
The sharing 
economy 

Globally more 
trips/journeys via car 
sharing than in private 
cars 

67 Technology enabled ability to share the 
use of physical assets in terms of good 
as and services, such as vehicles, 
space, accommodation and provide 
these at increased efficiency not 
available before. This benefit of 
increased efficiency and utilisation 
passed on to end-user. Early examples 
are Amazon, Airbnb and Uber 

*Shift 18: 
Governments 
and the 
blockchain 

Tax collected for the 
first time by a 
government via a 
blockchain 

73 Both opportunities and challenges for 
countries and (metros). Loss of control 
over monetary policy creates new 
opportunities for taxing mechanisms 
built into the blockchain itself 

*Shift 19:  
3D printing and 
manufacturing 

The first 3D car in 
production 

84 3D printing has the potential for creating 
very complex products without complex 
equipment. It is already being used to 
make wind turbines and toys 
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Deep Shifts 
The Tipping Point 
(TP) 

By 2025 
what % 
said TP 
reached 

Social Impact 

*Shift 21:  
3D printing for 
consumer 
products 

5% of consumer 
products printed in 3D 

81 Anyone with a 3D printer can print 
typical consumer products on demand. 

Shift 22: 
Designer beings 

The first human 
genome that was 
directly and 
deliberately edited is 
born 

 First entire human genome was created 
in 2003 at a cost of US$ 2.7 bn. By 
2009 the cost of one genome was 
US$100 k and this has fallen to 
US$1000 for sequencing one human 
genome. 

Shift 23: 
Neurotechnologies 

The first human with a 
fully artificial memory 
implanted in the brain 

 The Human Brain Project funded by the 
European Commission and former 
President Obama’s Brain Research 
through Advancing Innovative Neuro-
technologies (BRAIN) 

Source: Schwab (2016b:120–172) 

The convergence of numerous technologies is bringing down costs and making technology 

available to many more users. Component technologies such as computing capacity, memory 

size and cost, data storage, battery storage and the miniaturisation of components has 

enabled drones and the proliferation of sensors, which may result in the disruption and 

transformation of many of the taken-for-granted components of daily life and industry today. 

In the biological and social spheres, genetic engineering is genetically modifying plant and 

animal species. In addition, social media and the Internet are disrupting the way we assimilate 

information and learn. These technologies have also enabled the development of aggregated 

applications such as smart phones. Open ledger technology may create secure peer-to-peer 

money transfers, thus bypassing the banking sector, and crypto currencies are set to replace 

Reserve Bank guaranteed currencies. Disruptive business models for transportation and 

energy may soon be a reality, including electric vehicles and solar and wind generated energy. 

In addition, disruptive business models are disrupting transportation with taxi-hailing software 

and accommodation rentals. This technology convergence may also enable so-called green 

growth and smart cities.  

Many of the above, mentioned technologies, have the potential to affect city government, thus 

disrupting and enabling city government resilience strategies. Capability, as defined by the 

APSC, and capacity building in specific cities may determine a unique pathway to the future 

of individual cities. The nett effect of the application of many of these converging technologies 

is the so-called fourth industrial revolution. 
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According to Schwab (2016a), “[t]he possibilities of billions of people connected by mobile 

devices, with unprecedented processing power, storage capacity and access to knowledge, 

are unlimited” (Schwab 2016a). He posits that there are four major effects that the Fourth 

Industrial Revolution will impact on, namely: 

 “customer expectations;  

 product (and service) enhancement;  

 collaborative innovation; and   

 organisational forms” (Schwab 2016a).   

Schwab argues that “these disruptors may impact upon countries and cities. Amongst a range 

of disruptions these disruptors may create redundancy of many competencies and jobs as 

machines take over these functions” (Schwab 2016b:35). Resisting disruptions may be futile 

as they represent systemic changes at a structural level that can lower costs and improve 

convenience and efficiencies permanently. The more resistance the more relentlessly the 

disruption will proceed on its pathway through rapid adoption among users because of the 

benefits being offered. The choices for city government seem to be adapt or be left behind. 

On the other hand, these technologies have the potential to enable so-called smart cities. For 

example, autonomous, electric vehicles once they are in common use may reduce the number 

of cars, with estimates ranging between a 60 and 80% reduction (Seba 2014). This reduction 

will have a positive effect on air pollution, use of highways and roads in general. City parking 

currently taken up by commuter vehicles may also be reduced by approximately the same 

percentage and will be free to be used for other purposes. Seba goes on to warn that as a 

result of technological advances from large investments in developing energy storage, solar 

photo voltaic cells and wind turbines will provide almost all future energy by 2050 (Seba 2014). 

Tapscott (2016) posits that Blockchain, which is based on the underlying structure of Bitcoin, 

and the so-called open ledger, can protect rights, identity and peer-to-peer financial 

transactions through a chain of immutable records. Peer-to-peer financial transactions may 

create a strong economy, end the cost of transferring remittances and reduce or eliminate the 

role of intermediaries such as banks. Blockchain, Tapscott tells us, “will also enable citizens 

to own and monetise their data, protect privacy and ensure compensation for the creation of 

value and intellectual property” (Tapscott, 2016). This will probably change the way in which 

municipalities render and settle accounts and transact financially. The intermediary role of 

banks may become obsolete because of the lower transaction costs. Open ledger and 

Blockchain promise to be as influential in the financial transaction arena as the internet was 

in transforming communication in society.  
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Scholars have yet to publish substantially on this emerging technology. From the 2017 Davos 

meeting, and reports in the media on Blockchain, “the protagonists of Blockchain tell me, it is 

now similar, to where the Internet was in 1996. It is on a trajectory to become another 

disruptive technology that may rival the impact of the internet in its transformative properties” 

(Hogg 2017). Blockchain and cryptocurrencies such as Bitcoin and Etherium that are based 

on Blockchain may offer early adopters in city government an advantage that can enhance 

resilience and lower the cost of transacting financially between it, its citizens and with foreign 

direct investors. In addition, many of these disruptive technologies discussed above may 

enhance the capabilities of city government once engaged. 

4.12.3 Disruptors enable antifragility  

Early anticipation and adaptation by city governments of the disruptors reflected in the 23 

Deep Shifts Schwab describes in Table 4.16 above may result in what Taleb (2012) describes 

as antifragile properties, where city governments with effective resilience strategies gain from 

the disorder these disruptors create. Cities may adapt and recover through an antifragile 

response to disruptors and transform to improved sustainable development and evolve to 

green growth and smart cities.   

For city government to be robust against the impact of this revolution, executive leadership 

and executive management should stress-test strategy, policy and plans in well-researched 

scenarios which include the range of effects these disruptors may have on city government. 

Anticipating and exploiting specific effects on city government and their citizens may enable 

efficient adaptation through appropriate policy and early recovery.  

4.12.4 Retraining for new jobs – alignment and upgrading of education 

City government may need to retrain people whose jobs have disappeared as a result, of 

disruptions. Anticipating effectively in this regard means correctly identifying which 

competencies will be disrupted and disappear and which new competencies may be needed. 

Personnel planning, as well as city government resilience strategy and policy, may require the 

use of a scenario-based strategic approach to achieve fit with these future conditions (Van der 

Merwe, 2008:222). Moreover, new competencies will be required in city government and 

among citizens to deal with this revolution and its disruptive impact on jobs. High quality city 

schools which provide appropriate education that anticipates and adapts to disruptors in the 

fourth industrial revolution may become an important resource for creating city government 

resilience in the face of these disruptions.  
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Schwab posits that “in future talent more than capital, will represent the critical factor of 

production. This will give rise to the job market increasingly segregated into ‘low-skill/low-pay’ 

and ‘high-skill/high-pay’ segments which in turn will lead to social tensions” (Schwab 2016a). 

City governments may need to attract top talent from the best schools and fast track this talent 

into key positions such as service delivery, policy formulation and strategy-making areas. High 

leverage, cost-effective areas for rapidly raising the quality of learning in schools may be best 

achieved by focusing on the quality of teaching in schools (Van der Merwe 2016b). Van der 

Merwe describes how, amongst other things, Singapore cost-effectively achieved high-quality 

learning by prioritising learner-focused, quality teaching where teachers stimulated learning 

among their students and enabled critical thinking skills. Van der Merwe posits that the most 

accomplished teachers from high quality schools may be used as academic support resources 

and for mentoring teachers in other city schools. Identifying master teachers who wish to 

mentor other teachers could raise the average quality of learning at all schools in a city. Van 

der Merwe (2016b) compares this to the way government and educators mistakenly follow the 

latest educational fashion or fad that promises to raise the quality of schools and education 

easily and transform outdated approaches to teacher-centred learning in many schools. City 

government may choose to invest in leveraging the improvement of the quality of education in 

other city schools in general by raising the quality of teaching of appropriate competencies 

across all schools in the city. The table below separates high leverage interventions for raising 

the quality of teaching in schools from low leverage interventions.  

Table 4.17: Raising and developing the quality of teaching in all city schools 

High Leverage 

Feedback to pupils 

Meta-cognitive strategies. (Helping pupils to think about their own learning more explicitly) 

Peer mentoring among teachers 

Collaborative group learning 

Low Leverage 

Reducing class size to < 20 

Individual instruction 

Mentoring of pupils 

Teaching assistance 

Improving school buildings 

Streaming by ability 

Source: Van der Merwe (2016) 

Technology may also have, an effect on governance at national level and specifically city 

governance. A competency-based approach could enable a learner directed, low threshold to 
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entry for learners and thus build capacity rapidly and efficiently to enable city government 

capability. 

4.13 The Van der Waldt e-governance competency framework 

Van der Waldt (2016a) encourages government to build capacity for e-governance in advance 

of the advent of the fourth industrial revolution to enable its application in the cities of the 

future. To equip government administrators, new and different competencies may be required 

for good governance, the new jobs that will be created by the revolution and the transformation 

that follows. Van der Waldt (2016a) has developed a “Comprehensive E-Governance 

competency framework” (see Table 4.18 below) for senior civil service managers. These 

competencies are required for the transformation of cities to enable the adoption of e-

governance. Van der Waldt argues that these competencies should be developed in advance 

of the impact of disruptions, thereby leveraging e-governance and resulting in good 

electronically enabled governance.  

Van der Waldt argues that good governance is a prerequisite for performance. He takes good 

governance to mean, “the process of decision-making and the process by which decisions are 

implemented [or not implemented]” (Van der Waldt 2004:4). According to Van der Waldt 

(2004), there are eight major characteristics of good governance:  

 “participation; 

 rule of law; 

 transparency; 

 responsiveness; 

 consensus orientated; 

 equity and inclusiveness; 

 effectiveness and efficiency; and 

 accountability” (Van der Waldt 2004:10). 

Van der Waldt goes on to integrate good governance with its effect on improving service 

delivery and its linkage to public service performance.  

According to Schwab (2016a), the positive effect of the fourth industrial revolution and, 

specifically, e-enablement “will be greater engagement of citizens with government, voicing 

their opinions, coordinating their efforts and even circumventing the supervision role of public 

authorities”. Van der Waldt (2016) has identified a number, of key e-governance competencies 

that are required to perform efficiently in both government and city government. He posits that 

the utilisation of information and communication technology (ICT) in government may be 
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experiencing exponential growth globally. Several key ICT areas, including electronic (e-) 

government, Bluetooth-connected devices, broadband wireless (WiFi), IoT, cloud computing, 

and big data may be increasingly becoming intertwined with the way society is governed. In 

addition, at the local sphere of government the emergence of smart cities may give rise to the 

creation of so-called networked local governance associated with ICT applications for basic 

service delivery. These trends are congruent with the reinvention of the public service by the 

so-called New Public Management (NPM). Networked governance paradigms may lead to the 

blurring of lines between the private and public sectors. This blurring supports the argument 

for engaging competitive bidding for the delivery of specific services. As e-governance enables 

greater interactivity it may gradually revolutionise the way government interacts with its 

citizenry. Van der Waldt posits that there seems to be a ‘general’ consensus that “civil service 

managers, as custodians and administrative leaders of E-governance endeavours, generally 

lack the necessary competence to adequately cope with these new realities and to adequately 

adjust functional operations for E-governance endeavours” (Van der Waldt 2016a:115).  

To remedy the perceived general lack of competence amongst civil service managers, Van 

der Waldt developed a comprehensive e-governance competency framework for civil service 

managers which may enable capacity-building amongst senior civil service management. 

While Van der Waldt’s research focuses on the public service at national level, it may also be 

applied to city government metros. Prioritising and funding capacity building using the Van der 

Waldt competency framework would probably enable metros to leapfrog over redundant jobs 

by means of capacity-building, thus entering this new era of e-governance, green growth and 

smart cities with a minimum of disruption. 

The Van der Waldt competency framework enables self-assessment as well as formal 

assessment. The framework reflects a progression of competency levels, namely, 

Basic/emerging, Intermediate, Advanced and expert/Specialist. The framework describes 

competency type in terms of cognitive ability and e-governance (technical and managerial) 
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Table 4.18: Towards a comprehensive e-governance competency framework for senior civil service 
managers 

 Competency type 

Competency 
level 

Cognitive 
E-governance (technical and 
managerial) 

Basic/emerging Creativity and entrepreneurship 

Adaptability 

Communication 

Innovation and continuous learning 

Teamwork 

Personal integrity 

Leadership 

Basic ICT skills for office work 

Basic understanding of e-governance 
transformation and reforms such as 
change management, organisational 
development, general IT literacy, and 
the utilisation of appropriate hardware 
and software 

Intermediate Knowledge management 

Ability to shape the future (vision) 

Knowledge management 

Service delivery innovation 

Problem-solving and analysis 

Client orientation and customer focus 

Identify, design and execute e-
governance projects 

Manage related knowledge and 
competencies required to execute ICT 
projects 

Advanced Policy advice 

Strategic orientation 

Adapted leadership 

Direct e-governance programmes and 
applications 

Direct e-governance strategic 
orientation in government 

Contract management 

Management stakeholders and external 
relations 

Manage the ICT resources to 
implement a department’s e-
government strategy in accordance 
with its overall strategy and government 
policy 

Expert/specialist Systems thinking 

Systems dynamics 

Complexity theory 

Global vision and perspectives 

Management of networks (e.g. PPPs) 

Specialist skills in the areas of 
technology and management such as 
programme management, IT security, 
and IT audits 

Manage organisational changes 
resulting from e-government 
programmes 

Source: Van der Waldt (2016a) 

A PDP approach may be engaged whereby teams and individual members of executive 

leadership and executive management take collective and personal responsibility for their 

capacity building. This process should commence with self-assessment, first within 

management teams and then through individual self-assessment within that team. 

Competencies that might already be present within the team may be identified and leveraged 

throughout the whole team.  For instance, individuals with sufficient competency could become 

the designated capacity builders for other members of the team. As building capability through 

capacity development is fundamental to modern government and a city government resilience 
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strategy, this is an example of using resources that may be currently resident in specific parts 

of an organisation to build capacity, so-called “boot-strapping”, which will enable the process 

of capacity-building to start as soon as possible. Individuals may use the competency 

framework for defining new jobs and roles together with competencies that go with them. A 

PMS process may also be applied as it includes the self-assessment of competencies 

resulting in a PDP which may form part of a performance contract for development. In addition, 

appropriate learning resources may be identified for areas where capacity needs to be 

developed individually or within an intact work team. Progress should be reviewed regularly 

as part of routine performance review processes. Rapidly building the competency that 

enables greater resilience in advance of the substantial discontinuity that Schwab warns 

against may also be supported by Van der Waldt’s competence framework.  

A competency-based approach may also be used for developing competency areas that have 

been identified as part of cross-cutting competencies in the diagnostic for enabling city 

government resilience. As city government is the face of government because of its proximity 

to citizens it is well placed to enable development in specific communities in the city as well 

as in the whole city.  

4.14 Developmental city government 

The South African Constitution provides a vision for the whole of South African society and 

provides sufficient latitude for municipalities to play a significant role in building a 

developmental state within municipalities including cities. The White Paper on Local 

Government provides guidelines on the characteristics of a developmental local government. 

4.14.1 The White Paper on Local Government 

In section B of the White Paper on Local Government, the roles of developmental local 

government are listed as follows:  

“Characteristics of developmental local government; 

 “Maximising social development and economic development; 

 Integrating and coordinating; 

 Democratising development, empowerment and redistribution; and 

 Leading and learning.” 

“Developmental outcomes of local government; 

 “Provision of household infrastructure; 

 Creating of liveable, integrated cities, towns and rural areas; and 
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 Local economic development.” 

“Tools and approaches for development of local government; 

 “Integrated development planning, budgeting and performance monitoring; 

 Performance management; and 

Working together with local citizens and partners” (South Africa 1998). 

In summary, this section of the White Paper puts forward a vision for a developmental local 

government that engages local communities in working together to find sustainable ways to 

meet their needs and improve the quality of life in communities. A focus on developmental 

outcomes is encouraged, such as “the provision of household infrastructure and services; the 

creation of liveable, integrated cities, towns and rural areas; and the promotion of local 

economic development and community empowerment and redistribution” (South Africa 1998). 

Three approaches are provided which may assist municipalities in their developmental role, 

namely: 

 “integrated development planning and budgeting; 

 performance management; and  

 working together with local citizens and partners” (South Africa 1998).  

4.14.2 National Development Plan 

Developmental city government is bounded by the South African Constitution, the White Paper 

on Local Government and the NDP. The National Planning Commission (NPC) was appointed 

in 2010 to draft a vision and develop a national development plan. In 2011, the Planning 

Commission’s Diagnostic Report was released, setting out South Africa’s achievements and 

shortcomings since 1994. Failure to implement policies and an absence of broad partnerships 

were cited as the main reasons for slow progress.  The NPC set out nine primary challenges: 

 “too few people work; 

 the quality of school education for black people is poor; 

 infrastructure is poorly located, inadequate and under-maintained; 

 spatial divides limit inclusive development; 

 the economy is unsustainably resource intensive; 

 the public health system cannot meet demand or sustain quality; 

 public services are uneven and often of poor quality; 

 corruption levels are high; and 

 South Africa remains a divided society” (NPC 2012:25). 
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Four thematic areas were identified following the diagnosis: rural economy, social protection, 

regional and world affairs, and community safety (NPC 2012:25). The Commission also 

asserts that “[t]he plan draws extensively on the notion of capabilities. Key capabilities that 

emerge from the development literature include: 

 “political freedoms and human rights; 

 social opportunities arising from education, health care, public transport and other 

public services; 

 social security and safety nets; 

 an open society, transparency, disclosures and a culture of accountability; and 

 economic facilities, work, consumption, exchange investment and production” (NPC 

2012:26). 

In addition, the NPC asserts that “[m]aking the plan work will require a complex interplay of 

actors and actions, and progress in any one area is almost always dependent on progress in 

another. The plan will provide a common focus for action across all sectors and sections of 

South African society” (NPC 2012:27). The NPC points out that “South Africa has an 

urbanising youthful population. This presents an opportunity to boost economic growth, 

increase employment and reduce poverty. The Commission, recognising that young people 

bear the brunt of unemployment, adopted a ‘youth lens’ in preparing its proposals” (NPC 

2012:30). The Commission goes on to summarise the report in brief and to identify and list 

critical actions that need to be taken as follows: 

 “a social compact to reduce poverty and inequality and raise employment investment; 

 a strategy to address poverty and it impacts by broadening access to employment, 

strengthening the social wage, improving public transport and raising rural incomes; 

 steps by the state to professionalise the public service, strengthen accountability, 

improve coordination and prosecute corruption; 

 boost private investments in labour-intensive areas, competitiveness and exports, with 

adjustments to lower the risk of hiring younger workers; 

 an education accountability chain with lines of responsibility from state to classroom; 

 phasing in of national health insurance, with a focus on upgrading public health 

facilities, producing more health professionals and reducing the relative cost of private 

health care; 

 public infrastructure investment at 10 percent of gross domestic product (GDP), 

financed through tariffs, public-private partnerships, taxes and loans and focussed on 

transport, energy and water; 
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 interventions to ensure environmental sustainability and resilience from future shocks; 

 new spatial norms and standards – densifying cities, improving transport, locating jobs 

where people live, upgrading informal settlements and fixing housing market gaps; and 

 reduce crime by strengthening criminal justice and improving community 

environments” (NPC 2012:34). 

The above critical actions have been extracted from Chapters 3 of 15 of the report where 

objectives and actions have been described in detail. The municipal mandate contained in the 

Constitution provides for municipalities to play their role in achieving the objectives set out by 

the NPC in the NDP. The diagnostic for gauging city government resilience may directly 

address many of the developmental aspects as described in the NDP. While the NDP 

describes the developmental state from a macro national perspective, cities may focus on their 

micro component of the NDP within their municipal mandate. Investment in sustainable 

community programmes could provide a focus for local community development in cities. 

Aspects of city government capability such as service delivery may be supplemented b 

delivery by external service providers such as through joint ventures, PPPs and an alternate 

development approach such as a rights-based sustainable development investment 

programme. 

4.14.3 Sustainable community investment programme 

According to Geerts (2014), the sustainable community investment programme (SCIP) 

developed by Reynolds and successfully tested in Zimbabwe fits into an alternative 

development approach which the NPC has identified as people-centred development, where 

people take responsibility for their own development. “The facilitating organisation, in this case 

the South African government [and city government], should play a supporting role” (Geerts 

2014:46). Facilitating the SCIP has been included as one of the competencies required by 

municipalities in South Africa to fulfil their role as developmental city government. The essence 

of this community focused programme is described by Geerts (2014) diagrammatically in 

Figure 4.8 below.  
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Figure 4.8: Outputs of the implementation of SCIP by the South African Government (Working 
Group SDCIP 2008:7) 

Source: Geerts (2014:94) after Reynolds (2007) 

The SCIP is also referred to as the Sustainable Development Community Investment 

Programme (SDCIP) by the South African government. This programme, as defined, builds 

institutional structures for community investment by government and ownership by specific 

communities. The core objective is to empower a community to organise itself to undertake 

economic development in the service of social transformation.  

The SCIP, the precursor to the SDCIP, was developed by Reynolds (2007). The SCIP enables 

government to invest in employment creation and livelihoods among community members. 

The community individually and collectively takes responsibility using the SCIP model for 

building community resilience through sustainable business development. The core notion of 

the SCIP development approach is that it empowers communities to take responsibility for 

their own economic welfare. This approach is more sustainable and is therefore preferred to 

other transfers from government such as social grants which, without capacity building, create 

a co-dependency between government and beneficiaries. 

The SCIP may be typically described as a rights-based initiative [my emphasis] that is 

identified and launched by the community itself using “rights programmes” which focus on 

specific dynamics in the community such as, for example, youth employment rights, child 

education rights and health rights. This is done within a clearly bounded community focus to 

enable locally responsible ownership, management and contributions. An initial investment to 
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seed the community-based development initiative may be made by one of the various national 

or local spheres of government. Alternatively, sources of seed capital may be made available 

through FDI from other cities both locally and abroad or from socially responsible industrialists 

as part of their corporate social investments (corporate social responsibility [CSR]). Resources 

already present within communities may also be leveraged to support SCIP development. 

Geerts (2014) outlines diagrammatically the various governance structures that may be set 

up to enable national government support, community ownership, fund flows, sharing of 

returns and benefits and the prevention of wastage and corruption. This infrastructure may be 

built at both national level and local city levels. A community coupon system or other 

currencies may be introduced within defined boundaries to enable the internal circulation of 

money through payment for products and services within the system (see Figure 4.9 below). 

 

Figure 4.9: Schematic view of SCIP as envisaged by Reynolds  

Source: Geerts (2014:96)  

Key components for the SCIP may be summarised as -  

 seed funding from government and other resources, transparency;  

 institutional structures as vehicles for engaging specific communities;  

 community capacity building; and  

 a rights-based foundation through which to engage the community, including children’s 

education rights, quality health care rights, youth rights to employment and others to 

be determined.  
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Economic principles for a successful SCIP include -  

 defining the economic boundary around a specific community;  

 containing the circulation of money and resources within this boundary;  

 substituting products that are acquired from outside the SCIP system with locally 

manufactured products and services or going without;  

 keeping money and resources circulating within the SCIP system is the primary goal. 

Once money circulates more than four times within this community its local micro-

economy starts to grow; and 

 creating a microeconomic virtuous cycle of economic growth which results in 

community wealth creation, self-respect and dignity from job creation. 

The SCIP could be a vehicle for delivering the community services that municipalities may be 

incapable of delivering, such as sanitation, water, waste management and fuel provision, thus 

supplementing local government service delivery. The informal or invisible economy described 

by Van der Merwe (2016) may also be engaged, formalised for social transformation within 

communities and by communities using SCIP governance structures. Kibbutzim in Israel are 

similar in structure to the SCIP developmental initiative developed by Reynolds. Initially, the 

Kibbutzim were government-sponsored but now many are privatised. According to the Jewish 

Virtual Library (JVL 2017) -  

“The kibbutz [Hebrew word for communal settlement] started as a unique rural 

community; a society dedicated to mutual aid and social justice; a socio-economic 

system based on the principle of joint ownership of property, equality and cooperation 

of production, consumption and education. The fulfilment of the idea “from each 

according to his ability, to each according to his needs” (JVL 2017).  

Joint ventures and public–private partnerships may also be a way of enabling development by 

supplementing government capability to deliver services at national and city government 

levels. 

4.14.4 Joint ventures and public–private partnerships 

Joint ventures (JV) may be another structure through which to enable development in cities, 

as defined in the White Paper on Local Government. The ‘Debswana JV’ between DeBeers 

and the Botswana government, was initiated in 1969 and provides an example of a successful 

public–private JV. Once the availability of diamonds became public knowledge in Botswana, 

the Botswana government formed the 50:50 public–private partnership or JV, called 

Debswana, between the government and De Beers. The purpose of the Debswana JV is to 
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engage De Beers mining expertise to exploit the diamond resources to the benefit of both De 

Beers and the Botswana nation. The Debswana JV provides an example of how city 

governments may create a platform for sustainable FDI in cities and through this propel the 

developmental state at city government level. JVs may be a way of expanding capability for 

quality service delivery and value for money government. The public–private partnership 

created to construct and operate the Gautrain is another example of a successful city-based 

JV. The structure of the Gautrain Management Agency and Bombardier and its success could 

be the basis of learning and ensuring the success of other public–private JV partnerships. 

4.14.5 The informal economy 

Van der Merwe (2016) describes what he refers to as the “Invisible Economy”, consisting of 

spontaneous entrepreneurial ventures which currently provide livelihoods to those initiating 

them. He goes on to say that this invisible economy such as roadside and township food 

service providers, grocery shops, table top vendors, taxis and traditional medicine vendors 

have become a substantial component of the national economy and its ability to resiliently 

adapt to economic shocks. Van der Merwe (2016) point out that according to Alcock (2016), 

a substantial part, approximately 15% of the national economy in GDP terms is now taken up 

by the invisible economy, comprising roadside and township food service providers, grocery 

shops (spazas), table top vendors, stokfels, taxis, and traditional medicine (muti) vendors. Van 

der Merwe emphasises that this is an example of wealth creation through informal practical 

developmental economics, through small businesses at work. These entrepreneurs are using 

economic freedom as a basis for spontaneous entrepreneurship and small business 

development. Cities could formalise this sector and support a developmental economy at city 

level as a contribution to the developmental state. 

4.15 Green growth  

Climate volatility is increasing and as this realisation increases multilateral governance bodies 

such as the United Nations (UN) and others are encouraging countries and cities to reduce 

carbon emissions by reducing and recycling waste. There are a number, of waste streams 

that could be reduced or provide feedstock to downstream production processes. This 

perspective which reflects a sustainable industrial ecology as an interconnected system is 

represented by the factor “Green Growth” in the diagnostic instrument.  

4.15.1 Recycling of waste streams 

Certain waste categories in cities require specific treatment to reduce their impact on the 

environment and should be recycled when possible. Table 4.19 below reflects and ranks the 

waste streams in the European economy based on aggregated tonnage. 
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Table 4.19: Waste treatment by waste category in EU28, 2012 

Category of Waste Million Tonnes 

Total 2 309.00  

Mixed ordinary waste 1 720.40  

Recyclable waste    233.60  

Metal      86.30  

Animal and vegetable waste      84.30  

Wood      52.90  

Paper and cardboard      38.80  

Chemical and medical waste      30.00  

Glass      15.50  

Plastic      12.70  

Common sludges      12.60  

Equipment      10.20  

Discarded vehicles        4.80  

Rubber        2.40  

Textile        2.40  

Batteries and accumulators        1.60  

Waste containing PCB         0.04  

NOTE: PCB (polychlorinated biphenyls) are a class of man-made chemicals which are released from 
landfills containing transformers, capacitors etc. 

Source:  European Parliamentary Research Service ERPS (2015) 

While recycling waste may be in its infancy in South Africa, there seems to be no upper limit 

to what is possible. With the political will from city government, the benchmarks set by 

European countries like Sweden and the UK may be achievable when enabled by the political 

will and capability to set such goals. In its 8 December 2016 edition, The Independent (2016) 

reported that “[l]ess than 1 per cent of Swedish household waste was sent to landfill last year 

or any year since 2011. The UK has made strides in the proportion of waste recycled under a 

EU target of 50 per cent by 2020”.  In 2012, the South African Department of Environmental 

Affairs set a precedent in the area, of recycling rubber waste.  In terms of legislation, reflected 

in the Government Gazette No 35927, it placed a levy on the prices of new tyres which funds 

the collection and recycling of 150 000 tonne of used tyres per annum. The relatively small 

levy tipped the balance towards establishing institutional capability by forming a government 

partnership with REDISA and making the recycling of waste rubber financially sustainable. 

This initiative may be a useful new business model for other waste streams. This example 

also demonstrates the potential for PPPs to enhance municipal capability for delivering 

recycling services. Technology convergence may also contribute to more efficient 
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management of waste streams through the increase in capability to track materials along the 

entire value chain. Technology enabled cities may also benefit from technology convergence 

by applying the applicable shifts to integrated and more efficient management and 

coordination of city infrastructure and services. 

4.16 Smart cities 

Enabling competencies for so-called smart cities entails the use of both hard technologies in 

terms of networks and computational power and soft competencies such as fostering 

behaviour in citizens that allows them to live happily in new technology enabled environments. 

4.16.1 Smart city knowledge 

Among the key enablers of the fourth industrial evolution is increased capability in ICT. The 

WEF has developed a metric for the infrastructure that may enable this capability, referred to 

as the Networked Readiness Index (NRI). The Global Information Technology Report (WEF 

2016) documents the latest iteration of the NRI: The NRI “represents a key tool in assessing 

countries’ preparedness to reap the benefits of emerging technologies and capitalize on the 

opportunities presented by a digital transformation and beyond” (WEF 2016:3). The NRI 

measures and assesses the factors, policies and institutions that enable a country to fully 

leverage its ICT for development. “The NRI provides a global ranking at country level in the 

form of the NRI” (WEF 2016:4). Using the NRI, countries are assessed over four categories 

of indicators:  

 “the overall environment for technology use and creation (political, regulatory, 

business, and innovation); 

 networked readiness in terms of ICT infrastructure, affordability, and skills; 

 technology adoption/usage by the three groups of stakeholders (government, the 

private sector, and private individuals); and  

 the economic and social impact of the new technologies. Whenever relevant, the Index 

looks at what the different actors in society, both private and public, can do to 

contribute to the country’s networked readiness” (WEF 2016:4). 

These categories may individually and together contain candidate items for the diagnostic 

instrument and have therefore been cited comprehensively. According to the WEF (2016:3), 

“[a]n important channel by which digital technologies can contribute to increased development 

and prosperity is via their impact on innovation”. This index ranking has been established at 

national level; however, it may evolve to city level as a way of measuring the same dimension 

for cities. 
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The promise of the smart city is described by Edmondson and Reynolds (2016) as, “state-of -

the art, innovative, energy-saving technology, sustainable food production, resilient 

infrastructure and smart transportation”. They go on to posit that, “rapid urbanisation and 

concerns about environmental sustainability point to cities as the most important site of 

innovation” (Edmondson and Reynolds 2016). Edmondson and Reynolds’ observations 

support the notion of cities enabling antifragile properties through the innovative use of 

technology. E-governance may provide the capability to leverage technology in the service of 

innovative governance in smart cities. Competencies documented by Van der Waldt in his 

“Competent E-Governance framework for public service managers” (Van der Waldt, 2016a) 

may be used as a platform for assessing current competencies and to undertake capacity 

building among public service managers so that they are equipped to deal effectively with 

administration in smart cities. Resilient city governments may have the greatest capacity to 

deal effectively with the major disruptive forces at work that will transform lives in cities, nation 

states and globally. City governments with resilient responsive capabilities may be the first to 

deal with these and other dynamics that may test city government resilience. The convergence 

of technologies that Schwab refers to may require rapid learning to anticipate them effectively 

as well as new competencies across a broad front. Factors for the diagnostic instrument have 

been established to gauge city government resilience across macro- or meta-dimensions. 

Current and emergent dynamics which may be considered predetermined and which may 

challenge city government resilience have been included to provide for emergent dynamics. 

Items within factors provide a diagnostic capability and reflect a finer granularity for the 

purposes of a deeper more structural diagnostic capability.  

4.17 Draft diagnostic instrument for gauging city government resilience  

Building a city government resilience strategy may be viewed as a learning process. This 

learning may take place at an individual level or within a team or SLE forum consisting of 

executive leaders and executive managers, as well as selected others, or a combination of 

these options. The purpose of the diagnostic instrument is to stimulate a quality conversation 

that includes double-loop learning about high leverage areas for ensuring a robust city 

government resilience strategy. 

4.17.1 Scoring and using the diagnostic 

The city government resilience diagnostic consists of two levels of inquiry and learning with 

which respondents may engage.  
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The first level is a meta-level containing factors which provide an overarching meta-

perspective for determining a resilience strategy, while the second is an item level within the 

factors. The Factors in the diagnostic are the following:  

 Capability (C); 

 Cross-cutting Competencies (CC); 

 Anticipation (A); 

 Adaptation (A); 

 Recovery (R); 

 Sustainable Development (SDev); 

 Green Growth (GG); and 

 Smart Cities (SC). 

Respondents may be drawn from executive leadership and executive management in city 

government. Other users may also participate. Inserting the following protocol when using the 

instrument may improve learning, its value and its use. Users of the diagnostic may be 

requested to -  

 accept the factors and items as useful feedback for assessing city government 

resilience; 

 as a first pass, score the factors as a global gauge;  

 as a second pass, score the items within each factor;  

 acknowledge and take responsibility for their roles as executive leaders and executive 

managers for the numerical score for a specific factor or item; 

 take responsibility, based on evidence for the policy and strategy associated with 

specific factors or items;  

 derive priorities among factors and items for action planning;  

 identify where policy adjustments and new policies may be required; and 

 finally, agree to monitor progress with prioritised factors and items on a regular quarter-

by-quarter and annual basis. 

Respondents are invited to respond to the descriptive statements for the factors holistically 

and the gestalt or overall impression they convey. Respondents register their perception of 

current reality in the city government organisation by scoring levels of agreement or 

disagreement on a descending Likert scale:  

 “Agree Completely”: Score 4; 

 “Agree Somewhat”: Score 3; 
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 “Disagree Somewhat”: Score 2; and 

 “Disagree Completely”: Score 1. 

Within Capability(C) and Cross-cutting Competence (CC) factors, respondents may be 

requested to assess and score items in terms of current levels of proficiency on a four-point 

ascending Likert scale: 

 “None”: Score 0. None or little competence currently exists; 

 “Basic/Emergent”: Score 1. Basic knowledge, skills and attitudes may exist, and 

greater proficiency may emerge over time. Comprehensive learning resources needs 

to be identified and engaged; 

 “Intermediate/Competent”: Score 2. An intermediate to competent range in current 

knowledge, skills and attitudes and overall proficiency exists. Learning resources are 

known, engaged and being developed; and 

 “Advanced”: Score 3. A deep and complete basis in current knowledge, skills and 

attitudes and commensurate proficiencies exists. Learning resources have been 

comprehensively mastered and applied. Mentoring of colleagues may be in demand.  

A developmental gradient for scoring competence areas may be applied in the form of a PDP. 

Low scoring items provide priority items for inclusion in a PDP. The purpose of a PDP is to 

build capacity at executive team and individual executive levels. The PDP may be supported 

by the identification of learning resources and scheduling of learning as part of the overall PDP 

process which may be integrated with the PMS. 

For items within Factors; Anticipation(A), Adaptation(A), Recovery(R), Sustainable 

Development (SDev), Green Growth (GG) and Smart Cities (SC), respondents are requested 

to register their perception of current reality in the city government organisation by scoring 

levels of agreement or disagreement on a descending Likert scale:  

 “Agree Completely”: Score 4; 

 “Agree Somewhat”: Score 3; 

 “Disagree Somewhat”: Score 2; and 

 “Disagree Completely”: Score 1. 

The diagnostic instrument has been designed to be used in conjunction with a conversation-

enabled process which ideally facilitates double-loop learning. The process includes:  

 sharing an item within a team (alternately Individual reflection);    
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 reflecting on individual items, framing and drawing conclusions on the current, status 

within that city government;  

 agreement and scoring of the item under consideration individually using the Likert 

scale; 

 sharing perceptions and scores, working towards consensus; 

 identifying relatively high and relatively low scores; and  

 prioritising low scores items for possible policy formulation and decision-making 

purposes.  

The design of the process of engaging productively with the diagnostic instrument could 

determine its effectiveness. 

The city government resilience diagnostic instrument and the descriptors within factors and 

items may, because of the aspirational descriptors, provide a form of benchmarking against 

best practice. Over time, this may lead to those using the instrument to draw abreast of city 

governments that set the benchmark for specific aspects. When a factor or item is not 

recognised it may be marked for clarification by the originators. 

A four-point Likert-type scale for assessment provides a gradient along which to gauge factors 

and items in terms of current reality for a specific factor or Item. By indicating for each factor 

or item “Agree Completely, Agree Somewhat, Disagree Somewhat, and Disagree 

Completely”, city government executive leadership and executive management should ideally 

assess current reality. The purpose of this is to provoke reflection and a productive, strategic 

conversation that enables double-loop learning. It is envisaged that the instrument will be used 

to enable double-loop learning among executive leadership and executive management 

teams in metro government and through this enable a high leverage city government resilience 

strategy. 

4.17.2 Factors and items for gauging city government resilience 

The purpose of the proposed diagnostic instrument is to provoke a focused strategic 

conversation about the current reality for the various factors and items in the instrument. New 

insights regarding city government resilience register learning and success with using the 

instrument. 

The factors and items that have been selected are those that are most important and are high 

leverage areas for enabling a city government resilience strategy.  



Page 195  

The meta-level descriptors should be used to form an overview or gestalt for Factors 1 to 8. 

Scoring of factors may take place based on an overview or the gestalt of the factor as 

described. 

Quality strategic conversation and engagement by executive leadership and executive 

management may enable double-loop learning and may provide the feedback loop(s) and shift 

in thinking and assumptions that enable city government to develop an effective resilience 

strategy.  

For city government, raising capability through capacity-building is an essential ingredient and 

first step for building city government resilience. From capability may flow the capacity to 

mobilise other factors and items within the factors; A, A, R, SDev, GG, and SC in the diagnostic 

instrument. 

Table 4.20: Factors for gauging city government resilience C, CC, A, A, R, SDev, GG, SC 

Factors for gauging city government resilience – meta level 
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1. Capability (C) 

Capability may be comprised of leadership as taking a stand, scenario-
based strategy and value for money service delivery. City government 
capability may also be summarised as the ability to formulate robust 
strategy, policy, plans and budgets and execute these on time, on budget 
and on quality. Regular bi-annual audits of current reality and reviews of 
capability take place to enable continuous overall improvement in the city 
government resilience strategy. 

4 3 2 1 

2. Cross-cutting Competence (CC) 

Cross-cutting competencies enable capability. These include essential 
competencies that support intervening in the high leverage points across 
factors that inform a resilience strategy, A, A, R, SDev, GG, and SC. 
Capacity building is taking place in advance of anticipated predetermined 
shocks and is included in a personal development plan (PDP) which forms 
part of a performance contract and is based on prioritised cross-cutting 
competencies. City government has built capacity among executive 
leadership, executive management and middle managers based on 
competency assessment in teams and individually.  

4 3 2 1 

3. Anticipation (A) 

City government anticipates immediate short-term shocks, as well as 
medium-term and long-term discontinuities in its context, engaging 
scenario-based strategy which enables shifting and broadening 
assumptions in the minds of executive leadership, executive managers 
and decision-makers up to and including a 20 to 25-year planning time 
horizon. Systems dynamics (SD) modelling may be used to understand 

4 3 2 1 
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dynamics beyond the ten-year planning horizon. Emergency and risk-
management processes are state of the art and in place, regularly 
practised and ready to be activated. Scenarios are used to stress-test 
strategies, policies, plans and budgets for robustness. 

4. Adaptation (A) 

City government absorbs short-term shocks by ensuring a water supply, 
food and effective communications are available to coordinate adaptation 
activities and may be building the capability for adapting to shocks that 
may persist in the medium and long -term. Resolution of key leadership 
tensions and taking an unambiguous stand for policy that supports 
recovery, sustainable development, green growth and smart cities.  

4 3 2 1 

5. Recovery (R) 

City government is springing back to the position that prevailed prior to the 
shock. There exists established change management infrastructure such 
as a strategy, leadership and engagement (SLE) forum. The SLE is 
building shared vision, a sense of urgency, members provide leadership 
by means of a powerful, inclusive coalition which regularly engages the 
SLE in strategic conversation. The SLE delivers short-term wins for the city 
government resilience strategy and builds institutional capability to sustain 
recovery and embark on sustainable development initiatives. High 
organisational trust may be facilitated by strategic conversation quality and 
engagement which enables responsiveness, agility and resilience. 

4 3 2 1 

6. Sustainable Development (SDev) 

City government complies with the Sustainable Development Goals 
(SGDs), Paris Agreement 2015 and the SENDAI Framework for disaster 
risk reduction 2015–2030. Integration into the UNISDR Strategy 
framework 2016–2021 (UNISDR, 2016a) and may be enrolled in the global 
city mayoral parliament resolutions. Focused engagement with the 
National Development Plan (NDP) and municipal mandate for 
development. Small, micro and medium enterprise (SMME) development 
may be stimulated. Community engagement in rights-based sustainable 
community investment programme (SCIP) development initiatives, 
including youth in service delivery. Attracting and nurturing talent. 
Enhancing education and learning quality through teacher development 
support.  

4 3 2 1 

7. Green Growth (GG) 

City government resilience strategy extends beyond sustainable 
development to circular zero carbon emissions, leveraging industrial 
ecological interconnectedness towards circular economics. Recycling 
more than 50% waste as feedstock and improved utilisation of natural 
resources through beneficiation. Continuously measuring and reducing 
city carbon footprint to identify areas of improvement  

4 3 2 1 

8. Smart Cities (SC) 

City government assesses networked readiness using the WEF Network 
Readiness Index (NRI), emphasising ICT enabled e-governance 
competencies and technology-enabled smart cities. Leveraging relevant 
applicable deep shifts in cities to support emerging smart cities and to 
leverage technology convergence-driven disruptions to enable antifragility 
properties. 

4 3 2 1 

Subtotal     

Score     

Capability grade %     
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4.17.3 High leverage items and indicators 

Table 4.21: Capability(C), Cross-cutting Competencies (CC) 

 Score 

Capability (C)  
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Capable executive leadership and executive management formulate 
robust strategy, policy, plans and budgets and execute these on time, on 
budget and on quality 

0 1 2 3 

Leadership by executive leaders and executive managers is exercised by 
taking a stand, setting direction, motivating people, developing people  

0 1 2 3 

Scenario-based strategy enable robust, outcomes-focused strategy, 
evidence-based choices, collaboration and building common purpose 

0 1 2 3 

Service delivery goal-setting and managing performance reviews, shared 
commitment and a sound delivery models, competitive resourcing and 
innovative delivery 

0 1 2 3 

Organisational routines consisting of regular goal-setting and review of 
capability and service delivery performance are engaged to embed a 
service delivery culture 

0 1 2 3 

 Score 

Cross-cutting Competencies (CC) 
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Executive leaders and executive managers and policy makers are 
knowledgeable and conversant with, and take a stand for the supremacy 
of, the South African Constitution and municipal mandate, including their 
development for city government   

0 1 2 3 

We use the White Paper on Local Government as a “mini-constitution” for 
the local government mandate 

0 1 2 3 

Scenario-based strategic thinking enables double-loop learning and 
shifting and broadening assumptions in the minds of decision-makers 
about key driving forces (KDFs) in the contextual environment 

0 1 2 3 

Stress-testing or wind tunnelling strategy, policy, plans and budgets for 
ensuring robustness within the set of scenarios 

0 1 2 3 

Systems thinking is used for understanding the contextual environment as 
well as internal city government dynamics, enabling effective execution of 
strategy and policy while minimising unintended consequences 

0 1 2 3 
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Systems dynamics (SD) modelling and urban dynamics modelling 
supports scenario-based strategic planning, leadership, decision making 
and policy making   

0 1 2 3 

Effective goal-setting and regular review within a performance 
management system (PMS) is embedded across all levels of executive 
leadership, executive management and middle management, including 
front line supervisory levels 

0 1 2 3 

Conversation quality and engagement is the foundation for performance 
management, double-loop learning and building organisational trust 

0 1 2 3 

Personal development planning (PDP) for executive leadership, executive 
managers, senior and middle managers is embedded in performance 
contracts 

0 1 2 3 

Service delivery as a process is citizen centric, structured and innovative, 
and delivers value for money services for citizens 

0 1 2 3 

Services are based on elimination of wastage, continuous improvement 
(Kaizen) on citizen quality requirements – fit for purpose (water, 
sanitation, health, housing and nutrition) 

0 1 2 3 

Competent, servant leadership is known for taking a stand for building 
shared vision and values, is widespread among executive leadership, 
executive management middle management and supervisors   

0 1 2 3 

Revenue management processes are structured and effective and ensure 
that 100% of revenues billed and 95% or more are collected on time and 
on budget  

0 1 2 3 

Investment in a developmental city takes place in communities through, 
amongst other things, rights-based Sustainable Community Investment 
Programmes (SCIP), joint ventures (JVs) and public–private partnerships 
(PPPs) 

0 1 2 3 

Change management infrastructure in the form of a Strategy, Leadership 
and Engagement (SLE) forum engages the whole organisation, including 
a powerful dominant coalition of leadership, and forms a critical mass for 
ensuring successful change 

0 1 2 3 

Good governance practice eliminates corruption and wastage and is 
moving towards 100% clean audits 

0 1 2 3 

Financial and economic literacy is established and is supported by useful 
management accounts and management information systems 

0 1 2 3 

Trust-building results in greater organisational trust, organisational 
responsiveness and agility 

0 1 2 3 

Stewardship of the commons such as roads, air quality, physical 
environment and green spaces is leveraged by scientific knowledge and 
these are maintained and protected in the service of sustainability which is 
seen as a moral responsibility to the next generation  

0 1 2 3 

The WEF fourth industrial revolution knowledge and the Deep Shifts are 
pre-emptively leveraged to enable resilience and antifragility  

0 1 2 3 

Energy disruption knowledge is leveraged in the service of sustainable 
development  

0 1 2 3 

Transport disruption knowledge is leveraged in the service of sustainable 
development  

0 1 2 3 

Investment in IT infrastructure for enabling smart cities is assessed and 
measured by using the WEF Networked Readiness Index (NRI) 

0 1 2 3 

Inter-cultural competence enables cross-functional teamwork and big 
teamwork 

0 1 2 3 

We invest in youth development and build appropriate competencies, 
knowledge, skills and attitudes in advance of disruptions 

0 1 2 3 

We raise city education quality by focusing on teacher and teaching quality  0 1 2 3 
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Subtotal     

Score     

Cross-cutting Competency grade %     

 

Note: These competencies may be present in the portfolio of executive leadership and executive 
management or within the Strategy, Leadership and Engagement (LSE) forum that builds a resilience 
strategy. Individuals among these ranks may have Personal Development Plans (PDPs) in place as 
part of their performance contracts  

Table 4.22: Anticipation (A) 

Anticipation (A)  
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Emergency reserves are in place such as water, food, energy, medicine, 
sanitation, law enforcement and communications in sufficient quantities to 
tide affected citizens and communities over initial shocks 

4 3 2 1 

Emergency preparedness routines and functional patterns of behaviour are 
in place, regularly practised and embedded 

4 3 2 1 

All gatherings of more than 30 people are recorded and tracked in case they 
may be required for emergency evacuation  

4 3 2 1 

The time focus for strategic planning and policy (future planning time 
horizons) for executive leadership and executive management levels is 20–
25 years into the future  

4 3 2 1 

Systems dynamics(SD) modelling anticipates key urban dynamics in the 
future environment in a 20–25-year future time frame for planning 

4 3 2 1 

Scenario narratives for the next 20–25 years have been developed and are 
based on the concerns among executive leadership, executive management 
and key stakeholders 

4 3 2 1 

Scenarios are based on deep systemic research into key driving forces 
(KDFs) described in relevant, challenging, plausible, internally consistent 
story lines 

4 3 2 1 

External remarkable people (RPs) have been engaged to stretch the scenario 
narratives so that they challenge existing thinking and influence and broaden 
assumptions 

4 3 2 1 

Scenarios are used to stress-test strategic planning, proposed policy, drafted 
legislation, business plans and budgets, to ensure robustness into the future 
and to limit unintended consequences 

4 3 2 1 

Clear policy positions to enable economic development, job creation and 
social transformation are based upon the National Development Plan (NDP) 
and economic freedom as defined by the Heritage Foundation.  

4 3 2 1 

Subtotal     

Score     

Resilience Grade %     
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Table 4.23: Adaptation (A) 

 Score 

Adaptation (A)  
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An inclusive Strategy, Leadership and Engagement (SLE) Forum has been 
built as infrastructure to lead, manage and sustain adaptation and 
organisational change successfully, while at the same time effectively and 
efficiently administering city government and its priorities 

4 3 2 1 

Inclusive, regular, quality, scheduled strategic conversations among 
executive management, executive leadership and key stakeholders are 
engaged in the SLE forum as the basis of successful change management 
infrastructure  

4 3 2 1 

Building a shared vision and a sense of urgency led by a powerful, dominant 
coalition, forms critical mass, for delivering short-term wins as well as setting 
medium and long-term goals for a city government resilience strategy 

4 3 2 1 

Adapting to both future risks and opportunities in the environment forms the 
basis for successful adaptation 

4 3 2 1 

A high-trust organisation enables responsiveness and agility   4 3 2 1 

Supremacy of the Constitution and the rule of law underpin all policies, 
planning and engagement with citizens and stakeholders 

4 3 2 1 

Accountability and authority provide support for decisions and execution 
across all levels of executive leadership 

4 3 2 1 

Accountability and authority provide support for decisions across all levels of 
executive management and middle management 

4 3 2 1 

Accountability and authority provide support for decisions across all levels of 
supervision 

4 3 2 1 

Subtotal     

Resilience Grade%     
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Table 4.24: Recovery (R)  
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Back-to-basics, smart government initiatives build sustainable foundations for 
economic recovery and a financial platform for recovery and sustainable 
development  

4 3 2 1 

Good governance practice is rigorously enforced, and executive leadership 
and executive management set the example 

4 3 2 1 

Annual financial audits are moving towards 100% clean audits 4 3 2 1 

Water quality is fit for purpose in terms of availability and sewage treatment 
standards and 80–100% of sewage is treated to a standard and scale for 
discharge back into rivers and dams 

4 3 2 1 

Joint ventures (JVs) and public–private partnerships (PPPs) enhance value-
for-money service delivery to citizens 

4 3 2 1 

Subtotal     

Resilience Grade%     
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Table 4.25: Sustainable development (SDev) 
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Sustainable development (SDev) 
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The National Development Plan (NDP) based on principles of economic 
freedom as defined by The Heritage Foundation including the rule of law, 
small efficient government, regulatory efficiency and open markets forms the 
basis of city government resilience strategy and unambiguous policy 
leadership 

4 3 2 1 

The developmental state is articulated and engaged at metro level and based 
on the foundation of economic freedom. This enables rights-based 
sustainable community investment programmes (SCIP) in informal and 
formal development processes for the creation of responsibility, dignity, jobs 
and wealth 

4 3 2 1 

The UN Sustainable Development Goals for 2030 (SDGs) and the Paris 
agreement are integrated into city strategic priorities, goal-setting and policy 
and are regularly reviewed and monitored on a quarterly basis 

4 3 2 1 

Foreign direct investment (FDI) is attracted from city governments and 
industrialists, nationally and internationally 

4 3 2 1 

Teacher-focused development raises the quality of education among 
selected quality schools as well as among other schools 

4 3 2 1 

Investment in human capital development and value formation among youth 
is structured, regulated and effective 

4 3 2 1 

Top performers from the best schools are attracted, invested in and fast 
tracked into strategic city government roles 

4 3 2 1 

Specific communities such as the informal or ‘invisible’ economy and youth 
are targeted for sustainable community investment programmes (SCIPs) 

4 3 2 1 

Small, micro and medium enterprises (SMMEs) and entrepreneurs receive 
institutional support and investment. 

4 3 2 1 

Retention of existing city government talent and attracting new talent is based 
on key competencies that enable a resilience strategy and capability 

4 3 2 1 

Continuous improvement of value-for-money, quality services are delivered 
through structured innovation and workforce engagement processes such as 
Kaizen and total quality management (TQM) 

4 3 2 1 

Subtotal     

Resilience Grade%     
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Table 4.26:  Green growth (GG) 
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Recycling of waste streams is moving towards 50% or more recycled levels  4  3  2 1 

Building a circular economy where waste becomes feedstock for the next 
process and industry informs all strategy, policy and legislation 

 4  3  2 1 

Mobilisation of understanding, appreciation and support for a green city 
economy 

 4  3  2 1 

Carbon emissions are measured, monitored and minimised or declining  4  3  2 1 

Subtotal     

Resilience Grade%     
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Table 4.27:  Smart cities (SC) 

 Score 

Smart cities (SC) 
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The WEF Networked Readiness Index (NRI) is used to assess and measure 
enabling infrastructure to support ICT-based interconnectedness 

4 3 2 1 

The internet of things (IoT) is pervasive, is used to monitor and reduce 
pollution, promote recycling and prevent crime and is leveraged to raise 
service quality. IoT powers multiple feedback loops which in turn facilitate city 
government resilience and self-correction 

4 3 2 1 

E-governance competence using the Van der Waldt competence framework 
enables the building of e-governance capacity and smart city government 

4 3 2 1 

Pre-emptive education and training policies mitigate WEF ‘23 Deep Shifts’ 
and their consequences for transforming work with the resultant job losses  

4 3 2 1 

E-enabled, quality, open source education widens access by leveraging 
smart phone technology and prepares youth and citizens for the destruction 
of existing jobs and the creation of jobs in the ‘new economy’   

4 3 2 1 

Energy and transport disruptions are leveraged to accelerate green 
economics 

4 3 2 1 

Solar PV energy powers household energy needs and community needs and 
is also penetrating industrial applications  

4 3 2 1 

Autonomous electric vehicles on demand reduce the need for vehicle 
ownership, roads and parking, reduce emissions and road accidents and free 
up highways, also renders parking in the city redundant 

4 3 2 1 

We attract new talent, and retain and nurture existing talent  4 3 2 1 

Subtotal     

Resilience Grade%     
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4.18 Synopsis of core city government resilience dimensions  

Fukuyama establishes the foundations of modern government in the rule of law, accountability 

in terms of the rule of law and capability to execute plans to provide services (Fukuyama 

2011a, 2011b).  Drucker points out that as a result, of what he calls the new realities a shift 

has taken place among stakeholders in government from what government can do to what 

government should do. He argues that government by its very nature cannot run the economy 

– not even poorly (Drucker 1994:59, 60). He goes on to assert that even traditional 

progressive-thinking people no longer doubt that there may be limits to what government can 

do, stating three reasons for this change; namely, failure of government programmes, there 

are limits to what taxation and spending can achieve and there are limits to government’s 

ability to raise revenue. He adds that whatever non-government organisations can do better 

or just as well should not be done by government (Drucker 1994:61–68). This argument is 

also supported by Smith, Friedman and Hayek. 

The emerging context and concepts of government described by Fukuyama (2011b:287) 

pinpoint patrimonialism as the dominant characteristic of most postcolonial African states, 

where the “big man” ensures that governments are staffed by family and friends and run for 

their benefit. This may be compared to modern governments where staffers are supposed to 

be chosen on merit and expertise and governments run for the benefit of the broad public 

interest. Modern government may be characterised by a constitution, presidents and prime 

ministers, executive leadership and executive managers, a legal system and a professional 

administration. Fukuyama goes on to restate the foundations of the modern state as the rule 

of law, accountability and capability (Fukuyama 2016a, 2016b).  

The Australian Public Service Commission (APSC) describes capability as consisting of 

leadership, strategy and delivery (APSC, 2017). In South Africa, the mandate for government 

and local government is bounded by the South African Constitution as well as the White Paper 

on Local Government, which may be seen, as a “mini-constitution” for local government. 

Combined with the various acts governing local government, these provide a measure of 

autonomy and freedom to execute a developmental policy at local government level. The 

White Paper on Local Government sees the municipalities as the vanguard of the 

developmental state. Key external dynamics that may have an impact on local government 

include, inter alia, urbanisation, large numbers of young people, as well as internal dynamics 

such as factionalism, wastage and corruption. Predetermined dynamics that may challenge 

city government resilience include the capacity limits to the global carrying capacity, rapid 

urbanisation, youth dynamics, terror attacks both nuclear and cyber, another viral epidemic, 

similar, to the so-called Spanish Flu and climate volatility. Furthermore, unresolved dilemmas 
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between the NDP and the NDR may create policy ambiguity and uncertainty for investments 

and a confusing leadership style. 

For evidence-based leadership, economic freedom is defined by The Heritage Foundation 

(THF) as the rule of law, government (small) size, regulatory efficiency and open markets. 

These may be associated with wealth creation as gauged by GDP per capita measured by 

PPP$ and wealth. Greater economic freedom as defined by the Heritage Foundation (2015) 

may be associated with greater GDP per capita. The main sources of revenue are currently 

reflected without any substantial FDI included. This raises the question of how FDI might be 

attracted and benefit city government in its developmental role. Attracting direct foreign 

investment is described by the international monetary fund (IMF, 1999) in terms of various 

motives for investment. A list of investor criteria reflecting investment priorities, provided by 

Kearney (2016) in a survey of investors.  

The cost of government draws attention to what government can do. Drucker (1994) points 

out that, increasingly, the limits and function of government may become the issue. Once 

expectations have been raised and pressures that emanate from these expectations manifest 

themselves, the realities of what governments can do may be outpaced and lag, behind risking 

negative social consequences (Cronje 2017:51). Osborne and Gaebler (1997) describe what 

they identify as entrepreneurial governments. They advocate a back-to-basics and a smarter 

approach to government (Osborne and Hutchinson 2004:13–17). The use of proven structured 

business approaches such as prioritisation, business planning, TQM and Kaizen as a way, to 

innovate and continuously improve services may result in better services and value for 

citizens. Osborne and Gaebler (1997) successfully introduced capability reviews in the UK 

government. The APSC (2017) defines capability in its APS capability review process as 

reviewing leadership, strategy and service delivery clusters. They provide details within each 

cluster. scenario-based strategy may be used to enable city government to anticipate 

dynamics that may have an impact on city government, anticipate such dynamics and learn 

about specific dynamics by analysing their underlying structure.  

Further learning may take place when scenarios are used to wind-tunnel or stress-test 

scenarios for robustness. Attracting and nurturing talent and investing in capacity may be an 

important counter-measure for the lack of capacity pinpointed by the IRR (2014:16, 17). Public 

service training and education may not be keeping abreast of the competencies required for 

e-governance, as reflected in the Van der Waldt competency framework (Van der Waldt 

2016a). A number of cross-cutting competencies that have been identified for developing 

capacity include, for instance, constitutional knowledge, goal-setting and review – PMSs and 

processes, organisational change management infrastructure, leveraging deep technology 
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convergence shifts, as well as specifically retraining for new jobs in general as a requirement 

for adapting to the convergence of technology described by the WEF in the fourth industrial 

revolution shifts and disruptions (Schwab 2016b:120–172). Why efforts to change 

organisations fail is described by Kotter (1995). Cases of successful organisational change 

such as Eskom in the 1980s and the Open University demonstrate the value of a leadership 

and strategy forum in which the whole organisation may be engaged in a strategic 

conversation. This forum can describe the building infrastructure required for successful 

organisational change. Disruptions from the technology convergence described by the WEF 

as the fourth industrial revolution promise to transform governance. The four major areas that 

may be transformed by this convergence are customer expectations, product and service 

enhancement, collaborative innovation and organisational forms. The open ledger may do for 

financial transactions what the internet did for communications. Furthermore, technology-

driven disruptions may initially challenge city government resilience and later enhance and 

improve city governance through a process that Taleb (2012) describes as antifragility.  

The national development planning for macroeconomic policy (NPC 2012:34) proposes a 

market friendly national plan for development. City government in its role as the vanguard for 

the developmental state may engage a number, of alternative community development 

processes. The sustainable community investment processes (SCIP) developed by Reynolds 

(2007) and described by Geerts (2014:94) engages bounded communities in taking 

responsibility for their own development. The SCIP together with JVs and other PPPs may 

enable city governments to take on a greater role in executing a developmental policy on 

behalf of the state. Resilience for city government may consist of adapting to shocks and 

recovering to engage sustainable development. Sustainable development may lead to the 

management of waste streams and recycling, resulting in a circular economy and green 

growth where waste provides feedstock to the next manufacturing process. Green growth and 

smart cities may be enabled by ICT infrastructure when measured by the WEF NRI (WEF 

2016:3), which provides a ranking of countries in terms of their readiness to transition and 

leverage technology in the service of green growth and smart cities.  

A draft diagnostic instrument to gauge city government resilience includes events, patterns of 

behaviour and structural aspects within the extended AAR continuum. This continuum 

includes Anticipation (A), Adaptation (A), Recovery (R), Sustainable Development (SDev), 

Green Growth (GG) and Smart Cities (SC). Best practice in the use of the diagnostic 

instrument and the learning it promotes is described, indicating the scoring protocols for 

scoring factors and scoring items within factors.  
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4.19 Conclusion  

The urbanisation currently underway globally is set to be the defining dynamic of the twenty-

first century. In South Africa, this flow contains a significant number of people (26 m) below 

the age of 24, many of whom are moving towards cities. This may initially be a challenge for 

city government resilience and later become an opportunity, depending on how cities 

anticipate and adapt to this dynamic. Capable city governments may have built capacity in 

advance of shocks as a result, of efficient anticipation, well-planned adaptation and 

sustainable recovery. An antifragility dynamic in city governments that are resilient may enable 

leapfrogging into a post-revolution phase, thus avoiding the intermediate carbon-inefficient 

developmental phases described by Kuznets. Convergent technologies may initially disrupt 

city governments across a broad front and then over time promote antifragile properties in 

resilient city governments. Predetermined dynamics such as migration to cities, climate 

volatility, terror attacks and viral attacks could create a coalition between citizen leadership 

and politicians with the will required to recover from these dynamics. Developing a powerful, 

dominant public and private coalition, in and among cities globally, may be required to respond 

resiliently at scale. Anticipating in terms of a 20 to 25-year planning horizon may be required 

in order, to avoid being surprised by predetermined shocks. In addition, appropriate policy that 

attracts FDI to cities may lead to deep societal and economic development and transformation 

on a national level. Thus, semi-autonomous networked developmental cities may provide a 

foundation for resilient developmental states.  

In the next chapter a process of triangulation will be engaged with a purposive sample of 

respondents for validation and refining of the the diagnostic instrument including the 

instructions for its use. Triangulation between the literature study, the instrument and a 

purposive sample of prospective users has been undertaken in a facilitated conversation to 

establish the relevance, clarity and applicability of the instrument itself as well as the 

instructions. Feedback from respondents during a pre-test cycle and a post-test cycle has 

been recorded and integrated into the refined instrument. A document analysis between this 

diagnostic and other approaches to city resilience and city sustainability has also been 

included. 
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CHAPTER 5 – TOWARDS A DIAGNOSTIC INSTRUMENT: 
EMPIRICAL VALIDATION 

5.1 INTRODUCTION 

In the previous chapter the contextual socio-political-economic factors and dynamics affecting 

city government and specifically city government resilience were examined. Trends as 

patterns of behaviour and systemic structures that may affect city government resilience were 

examined. Within the extended AAR meta-framework high leverage areas were identified and 

included in a diagnostic instrument. Descriptors of factors and items within factors were 

developed and included in a composite diagnostic dual-level instrument.  

The purpose of this chapter is to triangulate and validate the draft diagnostic instrument with 

a purposive sample of respondents. Triangulation is defined by (Bryman 2012:717) as “the 

use of more than one method or source of data in the study of a social phenomenon so that 

findings may be cross-checked.” Bryman (2012:418) describes a purposive sample as one 

that is sampled in a strategic way so that the sample is relevant to the research questions.”  In 

chapter 1, section 1.4 the primary research question was states as as follows: “What are the 

high leverage systems-based diagnostic frameworks, factors and items that will lead to the 

design of a diagnostic instrument that can gauge the level of city government resilience in 

South African cities?” The purposive sample of executive leadership and executive managers 

was drawn from the Tshwane Metro, the South Africa Cities Network (SACN) and selected 

international executives in the United Kingdom (UK), The United States of America (USA) and 

Europe who were considered international proxies for South African city government executive 

leaders and executive managers.  

The purpose of the empirical validation process was to triangulate data from the literature 

survey, the draft instrument, and a purposive sample of national and international executive 

leaders and executive managers resulting in a useful instrument for gauging city government 

resilience. The Tshwane Metro sample provided a perspective relevant for prospective users 

of the diagnostic in city government, the SACN provided a perspective across cities in South 

Africa and the international respondents from the UK, USA and Europe provided an 

international perspective. Specifically, the USA respondent was a past executive manager in 

the New York City Government, Parks in the capacity of Commissioner for Parks reporting to 

the City Mayor. 

The successful use of the proposed instrument design is centred on a design that provides 

useful feedback on current reality within a specific city government and through this stimulates 
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quality strategic conversation and dialogue. Enabling reflection and learning as in a double-

loop learning conversation (see figure 3.8 above) may lead to shifting assumptions in the 

minds of city decision-makers. The document analysis provided below describes 

differentiators within this diagnostic instrument which separates it from other city resilience 

approaches, specifically the so-called Rockerfeller ARUP 100 Resilient Cities Network, city 

resilience index (CRI). Diagnostic and assessment tools are used to enable feedback on 

specific aspects within an organisation for improvement and development of resilience within 

these organisations. 

5.2 Typical diagnostic and assessment tools  

The application and use of the diagnostic instrument falls within the established professional 

field of Organisation Development (OD) practice. According to Beckhard and Harris (1987), 

OD engages the conditions for effective management of change which may be described as: 

 “a vision of what the institution should look like, and direction towards the vision;  

 a clear sense of the organisation’s identity;  

 a clear sense of the organisation’s interdependency with its outside environment;  

 clear and reachable end states that also define what the organisation should look like 

at an intermediate state;  

 flexible organisational structures to manage optimally the types of work required;  

 effective use of advanced technologies; and  

 reward systems that equally reflect organisational priorities, values, and norms and 

individual needs for dignity and growth” (Beckhard and Harris 1987:8).  

According to Bennis (1969:10), “organisation development (OD) is an educational strategy 

adopted to bring about planned organisational change”. It may result in a complex and multi-

level strategy, intended to enable learning to change the beliefs, attitudes, values, and 

structure of organisations so that they can better adapt to new technologies, markets, and 

resilience challenges (Bennis, 1969:10).          

Burke (1987:9) emphasises that “OD is action research”. By this he means that “data on the 

nature of a specific problem are systematically collected and then action is taken as a function 

of what the analysed data indicate.” The specific techniques used within this overall OD model 

are: 

 “Diagnosis. Interviews with both individual and groups and observation, followed by 

analysis and organisation of the data collected;  
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 Feedback. Reporting back to those from whom the data were obtained and he 

collective sense of the organisational problems;   

 Discussion. Analysing what the data mean and planning the steps that should be taken 

as a, consequence; and  

 Action. Taking those steps.” (Burke 1987:9).                

The application of the diagnostic instrument in this study may be located with the field of OD 

thus enabling the use of typical OD approaches. 

5.2.1 Document Analysis 

The diagnostic instrument in this study may be described as an OD tool in the form of an 

instrument for gathering feedback on current reality by gauging city government resilience. 

This diagnostic may be located within the processual school of strategic thinking which regards 

organisations as “living organisms” (see 3.3.2 above). Processual scholars concur with the 

ideas of evolutionists that organisational situations are generally too complex to analise in their 

entirety. Solutions to resiliences challenges therefore emerge as a result, of continuous 

learning (Van der Heijden 1996:36). The diagnostic has by design the following properties as 

described in Chapter 1 above. This instrument has been designed so that it -  

 is systemic and holistic;  

 uses a meta-structure to provide an overview the user can apply to diagnose where 

individual or organisational strengths and weaknesses lie, thus providing context;  

 points towards high leverage areas which can be used by practitioners; 

 has a diagnostic for assessing city government capability and enabling capacity 

building for specific cross-cutting enabling competencies areas such as systems 

thinking, competent servant leadership, goal-setting and review processes, good 

governance practice, sustainable economic development, conversation quality and 

engagement;   

 is designed as feedback and as a basis for reflection, strategic conversation, learning 

and action planning, individually, in a team context and at scale;  

 develops the quality of resilience thinking;   

 enables anticipating the future using a scenario-based strategy approach;   

 enables successful complex and adaptive organisational behaviour;  

 includes recovering a prior position, and then leveraging growth beyond that to enable 

sustainable economic development, green growth and smart cities;   

 enables city government organisations to gain from disorder or what has been referred 

to as “antifragility” by Taleb (2012); and 
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 provides for processes of continuous improvement of service quality through 

structured innovation using TQM principles (see Chapter 1 above).  

 

The Rockerfeller ARUP City Resilience Index (CRI) is a resilience framework which is currently 

gaining in prominence amongst the plethora of scholarly and other work on resilience which 

have appeared stimulated by the attack on the world trade centre in New York aka “9/11” (see 

chapter 1). It may be located, in the “rationalist school” of resilience strategy described by Van 

der Heijden (1996:23-25) which he asserts “codifies thought and action separately.” Elements 

of the rationalist school can also be found in risk assessment approaches to resilience as 

codified in the King IV Rules of Good Governance (King IV Report 2016) and the so-called 

balanced scorecard approach from Kaplan and Norton (Kaplan and Norton 1996). The CRI 

focuses on metrics for city resilience in general. It has been developed by ARUP and 

supported by the Rockerfeller Foundation. The metrics which the CRI reflects are based on 

four dimensions namely Health and Wellbeing, Economy and Society, Infrastructure and 

Environment and Leadership and Strategy (Rockerfeller Foundation 2015). Underpinning 

these four dimensions are 12 goals that every city should strive towards in order, to achieve 

resilience. Within these goals are 58 indicators that add further definition to the 12 goals. The 

Economy and Society dimension relates to the organisation of cities-how social and economic 

systems enable urban populations to live peacefully and act collectively. The Rockerfeller 

Foundation (RF) funds the appointment of so-called resilience officers in cities that are 

members of the 100 resilient cities network. In South Africa eThekwini and City of Cape Town 

are members of this network and have resilience officers appointed by the RF. 

 

Key differentiators of the instrument developed in this study, include the following: 

 

 the diagnostic for gauging city government resilience is positioned as an OD 

intervention which is part of a processual approach which rests on a substantial body 

of scholarship, proven theory and successful practice; 

 it engages and stimulates a strategic conversation amongst executive leaders and 

executive managers within the city government as an organisation; 

 enablers for successfully executing a resilience strategy are prominently featured such 

as a capability assessment and a review of potential capacity building in cross-cutting 

competencies including inter alia quality of strategic conversation. Initial observations 

by this researcher indicate that there is a positive correlation between the quality of 

conversation and organisational trust, which would in turn enable responsiveness and 

organisational resilience; 
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 the diagnostic enables anticipating discontinuities in the organisational context on a 

20-25 planning time horizon through scenario-based strategy and systems dynamics 

(SD) modelling; 

 descriptors of factors and items in the diagnostic describe aspirations and through this 

provide an indication of desired results (vision) and possible benchmarks for a 

resilience strategy; and 

 building organisational infrastructure for successful change management may enable 

a higher probability of successful change and assumes a continuous flow of challenges 

to city government resilience. A resilience response, from anticipation through 

recovery, may be seen, as requiring an exercise in successful change management. 

This differentiator of the diagnostic instrument mentioned above addresses inter alia 

the substantial risks Kotter (1995) cites as inherent in assuring successful change and 

resistance management. 

 

As a research process within the wider study this triangulation process is based on an 

empirical investigation containing a research focus, pre-test and post-test methodology and 

academic administration to record, sort and analyse feedback and include relevant aspects 

into the final instrument.  

5.3 Focus of the empirical investigation: research objectives  

The focus of the empirical investigation was to-  

 test for relevance, clarity and applicability of the factors and items contained in the 

diagnostic instrument as well as the instructions;    

 refine the wording of the instrument based on the feedback from respondents; and   

 improve the instrument’s trustworthiness and usefulness with potential users in the 

population of city government executive leaders and executive managers through a 

process of triangulation.  

5.4 Research methodology  

A purposive sample of respondents within the user population of potential users was identified 

in the Tshwane Metro, the SACN and selected executives from the UK, USA and Europe (see 

purposive sample below).   

Semi-structured interviews and electronic interactions enabled the respondents to follow 

specific steps to engage with the instructions of the instrument as well as with the contents of 
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factors and items. The unstructured component of the interview consisted of follow-up 

questions by the researcher and interaction with the respondents to obtain clarification.   

Steps in the process:  

 Respondents were requested to complete and review the diagnostic instrument 

within the context of a face-to-face meeting, a facilitated conversation and semi-

structured interviews;  

 Respondents were requested to read the instructions and to clarify any aspects in the 

instructions for using the instrument. The interviewer recorded these clarifications 

looking for patterns that might indicate the need for refinements; 

 Respondents were requested to reflect on the relevance, clarity and applicability of 

the factors and items and to respond after registering scores. Both the respondent 

and the interviewer recorded responses; 

 Each factor was considered by respondents separately to establish the message it 

conveys overall and scored according to the instructions;  

 In the event of electronic interactions by the researcher communication was through 

written instructions summarising the above; and 

 Respondents were requested to complete the series of items within each factor and 

score the items individually according to the instructions provided, and respond to 

them in terms of their relevance, clarity and applicability on a line-by-line basis. 

Responses were documented verbatim where possible. Respondents also recorded 

their responses where possible.   

5.4.1 Research design  

The research design consisted of semi-structured interviews with respondents to gather 

feedback on the relevance, clarity and applicability of the questions in the instrument. Data 

gathered from this pre-test were documented and analysed for feedback patterns across 

respondents and for relevance, clarity and applicability. Refinements that improved relevance, 

clarity and applicability were analysed and where applicable edited into the final version of the 

instrument. A post-test set of interviews with selected respondents from the same purposive 

sample of respondents were conducted to test the editing for improved relevance, clarity and 

applicability and further refinements which had been identified and edited in the instrument. 

After the incusion of any further feedback the instrument was considered complete and ready 

for use. It was assumed that continuous improvement would take place as the instrument was 

used in the field.  
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5.4.1.1 Sampling: Non-probability purposive sample.  

The primary user population for which the instrument was designed consists of executive 

leadership and executive managers in South African city government. According to Bryman 

(2012:418), “[a] purposive sample is one that is sampled in a strategic way so that the sample 

is relevant to the research questions.” Bryman (2012:418, 419) concludes that “the researcher 

needs to be clear in his or her mind what the criteria are that will be relevant to the inclusion 

or exclusion of respondents for the purposes of analysis and refinement” The purposive 

sample included both what Bryman (2012:419) describes as “stratified purposive sampling” 

from a Metro in South Africa, the SACN. It also included international proxies from the United 

Kingdom, Europe and USA for city government executives consisting of “typical individuals 

within the groups of interest and opportunistic samples…who might provide data relevant to 

the research questions”. The purposive sample is described below. 

5.4.1.2 Purposive Sample 

South Africa city government Tshwane metro sample: 

 Member of the Mayoral Committee (MMC); and 

 Divisional Head Government, Governance Executive Support, Office of the Executive 

Mayor. 

South African proxy for city executive leaders and executive managers in Metros across South 

Africa: 

 Executive Manager Programmes, South Africa Cities Network (SACN) 

International proxies for South African executive leaders and and executive managers in city 

government from the following settings: 

 United Kingdom (UK): International Public Servant of the Year, Past Vice-Chancellor, 

The Open University, Milton Keynes, United Kingdom; 

 Europe: Past Director, European Public Policy Advisors (EPPA), Brussels, Belgium; 

and 

 United States of America (USA): Past Commissioner Parks, New York City 

Government. 

Data were collected from the purposive sample and documented verbatim where possible 

during interviews and electronic interactions. 
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5.5 Academic administration: relevance, clarity and applicability 

Feedback was analysed and sorted into general feedback, feedback according to factors in 

the diagnostic instrument, including items descriptions and instructions for scoring and using 

the diagnostic (see table below).   

Table 5.1 Recording sorting pre-test feedback from purposive sample  

Feedback: General, factors, items, and instructions for scoring and using the diagnostic 

General feedback: 

 There was a chance that bureaucrats in European, Asian and African cities may have a 

better grasp of the terminology used (than Americans) but could not say for certain; 

 Virtually all US cities are now looking very seriously at environmental sustainability in the 

face of specific climate change threats; 

 Little attention paid in the US to lethal urban heat islands;  

 An urgent problem facing many cities across the world is water-the availability of fresh, 

clean, potable and abundant water; 

 It is difficult to comment on factors as some choices are already made and embedded in 

the descriptors of factors without agreement on a common understanding and rationale; 

 It is probably better to leave the descriptors in a more general formulation; 

 Eliminate jargon; 

 Avoid unnecessary technical terminology;  

 The eight factors may have different time scales; and 

 Use assertions to define direction and aspiration is useful. 

Capability(C): 

 This is a highly relevant factor;  

 Converge description of capability to leadership, strategy and service delivery;  

 Express factors in more general terms; shift selected descriptors of factors to a more 

generic formulation; 

 Replace “ensuring” with “consisting”;  

 The meaning of ‘innovative delivery?’; and provide specifics on “service delivery 

innovation” 
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Cross-cutting Competencies(CC): 

 Categorise and group competencies; 

 Eliminate acronyms and use of jargon by introducing general descriptions; 

 Reference to specific frameworks such as WEF and SCIP should be eliminated where 

possible; 

 Generalise “SA Constitution” to a constitution; 

 Excise “municipal mandate” and “white paper” and replace with generic “legislation on 

local government”; 

 Replace “contextual” with “external” environment; 

 Replace “ensuring” with “enabling”;  

 Education not within SA municipal mandate; and 

 Eliminate use of jargon, introduce generic descriptors where appropriate. 

Anticipation(A): 

 20 to 25, year planning time horizon is challenging, and few municipalities will achieve 

this; 

 Clarify “all gatherings”; and 

 Re-order sequence of Items in logical flow. 

Adaptation(A): 

 Introduce generic descriptors; 

Recovery(R):  

 Reformulate resilience as bouncing back sometimes “to a better state”; 

 Strengthen item “use of infrastructure for managing change” and resistance 

management”; 

 Water quality elements ‘specified?’; and include cyber infrastructure after 

communication…; and 

 Change “enable” to “foster”. 

Sustainable Development (SDev): 

 Remove reference to “Supremacy of the Constitution”; 

 Include “new urban agenda” (Habitat3 2016a); 

 Adjust text from SA specific to global international descriptors; and 

 Use evidence-based criteria 
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Green Growth(GG): 

 May not be a stand-alone ‘factor?’; and 

 Introduce industrial ecological notion and its development to circular economics. 

Smart Cities(SC):  

 May not be stand-alone ‘factor?’; and 

 Capability to make sense of, manage, and respond in terms of specific new competence 

frameworks-adjust to generic frameworks. 

Instructions, Scoring and Using the Diagnostic: 

 A facilitated conversation is useful for the purposes of deriving scores for Factors and 

Items; 

 Describe “gestalt” or omit from text; 

 Consolidate, re-arrange sequence and simplify text and scoring scales; 

 Expand Strategy Leadership and Engagement (SLE) forum description; 

 Use description of personal development plan instead of abbreviation “PDP”;  

 Use description of performance management system and avoid using abbreviation “PMS”;  

 Describe “double-loop learning” identifying key principles and effects;  

 Indicate ideal frequency for resilience reviews using diagnostic instrument; improve flow 

and sequencing of paragraphs in the instructions; and 

 Move paragraph on “purpose” forward in instructions narrative sequence.  

 

5.6 Analysis and interpretation  

Not one of the respondents suggested removing any of the factors or any of the items. One 

respondent questioned whether factors Green Growth and Smart Cities “were stand alone 

categories.” Improvements of syntax, sequencing of instructions and the need to simplify the 

instructions were made by more than one respondent. The 20-25, year planning time horizon 

(2038) was seen, as challenging by one respondent. By 2038 the migration into cities and the 

velocity of the technological revolution may both have accelerated and supported the need 

and advent of Green Growth and Smart Cities. It was therefore considered prudent to retain 

these two factors within the meta-structure of the diagnostic instrument. 

Key patterns of feedback from amongst respondents was the elimination of jargon and 

complex technical terminology. A precautionery note was added to the instructions and 

guidelines for use of the instrument that when questions of clarification were raised with a 
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facilitator regarding technical terminology such as for instance Network Readiness Index (NRI) 

it may be used as an indicator of the absence of knowledge and therefore a low score. It could 

be assumed from a request for clarification that practical use of these metrics was absent. 

During interviews it was observed that factors required more time to score that items. This 

may be a result of the number of components with a single factor descriptor. Items usually 

contained single components within descriptors for items. All the respondents were able to 

score the factors based on viewing a factor holistically. Item descriptors took less time to score 

and respondents appeared more confident.  

Improvements based on feedback were progressively edited into the instrument following 

each respondent’s feedback. The results of this was that as the pre-test process progressed 

there was a reduction in the amount of time taken for completion and feedback. This was taken 

as an indication of the improvement in the quality of the instrument. Once final edits and 

adjustments to the draft instrument were completed post-test inteviews were undertaken with 

two selected respondents from the pre-test purposive sample. 

5.7 Post-testing: Second round of interviews  

Interactions conducted by electronic correspondence by sending the diagnostic to a 

respondent requesting that the refined instrument be reviewed, and feedback provided. 

Respondents that were selected for the post-test were: 

 United Kingdom (UK): International Public Servant of the Year, Past Vice-Chancellor, 

The Open University, Milton Keynes, UK; and 

 Europe: Past Financial Director, European Public Policy Advisors (EPPA), Brussels, 

Belgium. 

5.8 Academic administration: Refinements  

A record of post-test results and proposed refinements reflected the following feedback. The 

UK respondent remarked that “Having read through the document again, it is relevant, has 

clarity and is applicable.” This respondent went on to comment that “I wonder if there is a 

single city in the entire world that would score highly in the matters that form the basis for 

testing” (for resilience). This respondent concluded with “the instrument will undoubtedly 

distinguish a sophisticated, well run city from other more pedestrian ones.”  

The Europe respondent commented that the paragraph on describing a quality strategic 

conversation should be moved forward within that section to follow paragraph starting with “A 

focused strategic conversation…” It was concluded that the instrument was ready for use. It 
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was assumed that over time there would be a continuous process of improvement of the 

quality of factors and items resulting from its use with different users.  

5.9 Synopsis of diagnostic instrument dimensions   

The diagnostic instrument was subjected to the pre-test and post-test process as described 

above. Feedback from the pre-test, once it demonstrated a pattern or uncovered a significant 

insight was progressively integrated into the diagnostic instrument thus incrementally 

improving the quality of the instrument. This improvement was reflected in the gradual 

reduction in volume of feedback from respondents as they encountered the improved version 

of the diagnostic instrument. The factors and items address relevant structural, systemic 

causes with high leverage for ensuring city government resilience. The instrument addresses 

the capability and capacity bulding aspects of city government from the outset thus gauging 

the means of executing a resilience strategy. The IRR (2014) cites these dimensions as 

amongst the main reasons for risks to municipalities in South Africa. Both capability as defined 

in the instrument and capacity building in key competencies are considered key enablers for 

executing a robust resilience strategy.  

5.10 Conclusion   

Triangulation with the purposive sample of respondents revealed that in a facilitated strategic 

conversation amongst executive leaders and executive managers the diagnostic instrument 

was deemed applicable insofar as it would enable an appropriate strategic conversation about 

factors and items for developing a robust resilience strategy. The instrument would in and of 

itself enable a robust perspective for ensuring resilience by looking forward on a 20-25 

planning time horizon, thus avoiding being trapped into an events level, reactive mode for 

dealing with shocks and discontinuities. It is envisaged that the instrument may in practice 

undergo continuous improvement of quality in terms of its assertions’ relevance, clarity and 

applicability as it is used by OD practitioners. 

The next chapter will contain the final diagnostic instrument for gauging city government 

resilience together with overall conclusions and recommedations. 
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CHAPTER 6 – CONCLUSIONS AND RECOMMENDATIONS: A 
DIAGNOSTIC INSTRUMENT FOR GAUGING CITY GOVERNMENT 

RESILIENCE 

6.1 Introduction  

In the previous chapter the draft diagnostic instrument was tested with a purposive sample of 

city executive leadership, executive management, and international proxies. The diagnostic 

instrument was subsequently refined based on input obtained during the pre-test and post-

test processes.  

This chapter serves as synopsis of the study as well as the primary contribution of this study, 

namely the design of a diagnostic instrument to measure city government resilience. The 

successful operationalisation of the instrument could lead to appropriate strategic 

conversations regarding the current reality of a city government resilience strategy as well as 

the design of pro-active, robust strategies to address areas of concern. The diagnostic 

instrument may further provide a low threshold entry to learning amongst city government 

excutives enabled by a high ceiling level of learning potentially available over time. In the field 

of scenario-based strategy praxis, the instrument may further shift assumptions in the mds of 

executives and provide new insights into risk and environmental dynamics. The professional 

application of the diagnostic instrument will lead to further refinements, which may in turn raise 

its value for city government executive leaders and executive managers.  

6.2 Study Synopsis  

This synopsis provides a concise overview of the operasionalisation of the the research 

objectives and research questions of the study. The primary research question in Chapter 1 

above was as follows: 

 What are the high leverage systems-based diagnostic frameworks, factors and items 

that will lead to the design of a diagnostic instrument that can gauge the level of city 

government resilience in South Africa cities? 

This research question provided a unifying thread which runs through the chapters in the 

study.  It also defines the conceptual and theoretical framework developed for purposes of 

analyses. 

 

Chapter 2, titled “Organisational dynamics: A systems perspective”, served the purpose to 

answer the first research question posed, namely “What are the paradigmatic developments, 

schools of thinking, theoretical principles, theories and models of organisations, their design 

and development that are directly interconnected with organisation-responsiveness and 
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resilience?” To answer this question and to operationalise the first associated research 

objective, the chapter explored the evolution of thinking regarding organisations as open 

systems. It included an analysis of the paradigmatic developments, schools of thinking, 

theoretical principles, theories, and models of organisations. This analysis included 

organisational design and development that are directly interconnected with organisation 

responsiveness and organisation resilience. It also explored the origins and images of 

organisations, as well as sub-systems within organisations. It provided a total systems 

approach to organisation design and organisation development and identified so-called “high 

leverage” components of a systems approach. These high leverage components will allow 

successful large-scale restructuring of organisations to overall improve its resilience. It was 

established that the process of developing a resilience strategy in a complex, chaotic human 

activity system, such as a city government organisation, may require adopting a holistic, 

multidisciplinary, systemic perspective. This may in turn require uncovering interdependencies 

between key variables, as well identifying leverage points within the whole. Leverage points 

were pinpointed in optimum areas to raise responsiveness within a whole organisation and 

through this improve resilience. Quality conversation about the current reality for specific 

leverage points may constitute in and of themselves feedback loops, which enable double-

loop learning and the adjustment of assumptions and accordingly lead to greater resilience in 

an organisation.  

 

In Chapter 3, titled “Organisational Resilience: Models, principles and schools of thinking”, the 

research questions addressed were: 

 “What are the paradigmatic developments, schools of thinking, theoretical principles, 

theories and models for organisational resilience?   

 Using the AAR meta-framework as a starting point, what is a functional, holistic 

framework within which a diagnostic instrument can be designed?”  

 

This chapter provided a holistic perspective of organisation resilience and sustainable 

economic growth by means of robust analyses of the paradigmatic developments, schools of 

thinking, theoretical principles, theories and models for organisational resilience. It also 

entailed a synthesis of the schools of thinking such as, risk management, long-term 

sustainability, sustainable development, and green growth. It further provided an analysis of 

the trends (patterns of behaviour) and factors (systemic structure) that could affect city 

government resilience. By using the anticipation, adaptation and recovery (AAR) meta-

framework as a starting point, a holistic framework was designed to serve as broad parameters 

for a diagnostic instrument.  
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It was established that organisational resilience may be achieved within a processual 

paradigm, enabled by a quality, strategic conversation between executive leadership and 

executive managers individually, and in the context of a strategy leadership and engagement 

(SLE) forum consisting of an inclusive, powerful coalition of leadership. The diagnostic as a 

frame of reference for high leverage areas may be used to focus this conversation.  Diagnosis 

and prioritisation may take place and actions decided which may be executed with an 

economy of means, together with total quality management (TQM), as a basis for structured 

innovation of quality. This process may also result in structured innovative and continuous 

improvement, and value-for-money approaches in city government. It was further established 

that there are emerging predetermined dynamics in the external environment that are relatively 

certain to have an impact on city government resilience. These include the carrying capacity 

of the planet, migration to cities, climate volatility, technology convergence, disruptors in 

transportation and energy, and terror attacks (nuclear and cyber). These challenges to 

organisational resilience require that the initial AAR framework be extended to include 

preceding AAR factors by enabling capability through capacity-building in cross-cutting 

competencies. This enables adapting to dynamics, recovering from challenges and then 

extending from this basis into sustainable development, green growth and smart cities. Smart 

cities may be enabled by incorporating smart technologies such as sensors offered by the 

internet of things (IoT) in city government organisations, as well as massively increased 

portable computing power and storage. In the face of predetermined dynamics, competencies 

in scenario-based strategy-making, systems dynamics (SD) modelling, organisational trust-

building and requisite organisational principles are key enablers for ensuring city government 

responsiveness and through this resilience. Urbanisation may enable city government 

organisations to act as the fulcrum for sustainable development projects that enable a 

developmental state, learning cities and greater city government resilience. Through greater 

city government resilience across regions, a critical mass may be built for enabling national 

resilience and national sustainable development. Servant leadership, openness to learning, 

trust, an enabling culture, together with goal-setting and a review of progress, provide the 

primary platforms for building capability through capacity-building for anticipation, adaptation, 

recovery, sustainable development, green growth, and smart cities. 

 

Chapter 4, titled “City Government Resilience in the Republic of South Africa”, served the 

purpose to address the following research questions: 

 “What are the contextual socio-political-economic factors and problems affecting city 

government and, specifically, city government resilience in SA?  

 What are the trends (patterns of behaviour) and factors (systemic structure) that will 

affect city government resilience? 
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 Within the extended AAR meta-framework, what are the high leverage areas to be 

included in a diagnostic instrument that will enable resilience in city government, and 

what are their descriptors within the context of global resilience, including the 

prospective Global Reporting Initiative (GRI) dimensions?  

 What are the key descriptors and indicators for cross-cutting competencies to enable 

city government resilience?”  

 

Trends, patterns of behaviour, and systemic structures that influence organisational resilience, 

with specific reference to city government were subsequently investigated. The investigation 

included the identification of high-leverage areas within the extended AAR meta-framework, 

which are to be included in a diagnostic instrument.  In addition, the meta-framework is to 

include their descriptors within the context of global resilience. Key descriptors and indicators 

for factors and items within these descriptors were formulated for the purposes of gauging and 

scoring. Capability and relevant cross-cutting competencies which enable city government 

resilience were identified as a basis for resilience capacity building. This led to the design of 

a meta-framework for diagnosing city government resilience. 

 

Chapter 5 served the purpose to empirically valdidate the diagnostic instrument through 

triangulation by means of pre-testing and post-testing within a purposive sample of executive 

leaders and executive managers. The research question addressed in this chapter was: 

 “What are the responses (pre- and post) from a purposive sample of city government, 

executive leadership and executive management respondents and international 

proxies to the draft instrument to gauge city government resilience?”  

  

The chapter entailed the pre-testing and post-testing of the draft meta-framework for the 

diagnostic instrument. It included the identification of a purposive sample of city government 

executive leadership and other relevant stakeholders whose input further guided the 

refinement of the draft instrument. Triangulation between the literature study, the instrument 

and a purposive sample of prospective users has been undertaken in a facilitated conversation 

to establish the relevance, clarity and applicability of the instrument itself as well as the 

instructions. Triangulation with the purposive sample of respondents revealed that in a 

facilitated strategic conversation amongst executive leaders and executive managers the 

diagnostic instrument was deemed applicable insofar as it would enable a conversation about 

appropriate factors and items for developing a robust resilience strategy. The instrument would 

in and of itself enable a robust perspective for ensuring resilience by looking forward on a 20-

25 planning time horizon, thus avoiding being trapped into a reactive mode by dealing with 
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shocks and discontinuities on an events level. It is envisaged that the instrument may in 

practice undergo continuous improvement of quality in terms of its assertions’ relevance, 

clarity and applicability as it is used by OD practitioners. Feedback from respondents during a 

pre-test cycle and a post-test cycle has been recorded and integrated into the refined 

instrument. A document analysis between this diagnostic and other approaches to city 

resilience and city sustainability was also included by citing the key differentiators and unique 

contributions of this diagnostic instrument. 

 

The last chapter outlined the final diagnostic instrument to gauge city government resilience. 

This included key high-leverage dimensions such as capability, cross-cutting competencies, 

anticipation, adapting and recovery, sustainable development, green growth and smart cities. 

Cities in South Africa that implement a city government resilience strategy may at the same 

time address wider issues typical of governments in emerging economies in Africa and 

elsewhere in the postcolonial era. We may have a situation in cities where citizen expectations 

outpace the realities of service delivery. Gauging resilience may enable pre-emptively 

developing capability through capacity building and accelerating economic development in 

cities. A focus on common concerns for building city government resilience may enable 

community development, and support a developmental state, job creation and a reduction in 

inequality. City government resilience may be complemented by individual personal and 

community resilience, and be interconnected with regional resilience, national resilience and 

international resilience. A capability review may take place on a bi-annual basis. An 

assessment of the city government resilience strategy may take place on a bi-annual basis 

and over time trends may be identified and the most effective remedies shared. Once this 

instrument has stabilised the assertions may be calibrated for reliability and validity to establish 

these properties for the instrument. 

6.3 Recommendations: A diagnostic instrument for gauging city government 
resilience  

Building a city government resilience strategy may be viewed as a learning process. Such a 

process may be facilitated by a quality strategic conversation between city government 

executive leaders and executive managers. This learning may take place at an individual level, 

within the executive team or among the members of a forum, consisting of executive leaders 

and executive managers who link this strategic conversation to the entire organisation.  

This diagnostic instrument has been designed for use by city government in a facilitated 

conversation. Its purpose is to stimulate reflection on the factors (and the items within them) 

and to assist in scoring these factors and items. The associated scores provide a basis for 
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diagnosis for the purposes of improving city government resilience strategy. After instructions 

for scoring the instrument have been considered, a two-phase process of assessment of city 

government resilience may be used facilitated by conversation quality and engagement 

among executive leadership and executive management. Meta-Factors were engaged in 

completion of the eight factors followed by considering Items with each factor. Greater weight 

may be given to factors and items where there may be agreement on scores among 

respondents. Prioritisation and action planning of the remedies for dealing with a lack of 

resilience will ensure that a process of continuous improvement takes place within a specific 

city. 

6.3.1 Factors and Items for gauging city government resilience 

A focused strategic conversation on the current reality pertaining to the various factorsand 

items in the instrument, accompanied by associated actions will result in a more robust 

resilience strategy. 

A quality strategic conversation and engagement among executive leadership and executive 

management may enable so-called double-loop learning to “retune the minds” of decision-

makers. Double-loop learning describes a type of conversation where assumptions shift as a 

result, of them being loosely held.  Then, in a second learning loop, incoming information is 

allowed, to influence these assumptions. It is envisaged that this diagnostic instrument, when 

applied by executive leadership and executive management teams in municipal government, 

will enable the development of an effective city government resilience strategy. 

The use of this instrument may be considered successful when it enables learning, new 

insights and actions regarding a city government resilience strategy. Factors and Items within 

factors have been selected based on their leverage for enabling a robust city government 

resilience strategy. The factors Green Growth (GG) and Smart Cities (SC) have been added 

based on assumptions about predetermined forces that may have an impact on cities. 

Accordingly, forces such as climate change and the increased use of technology, which may 

initially challenge city government resilience, have been considered.  

For city government, raising capability through capacity-building is an essential ingredient and 

first step in building city government resilience. A regular bi-annual review of city government 

capability will result in the capacity to mobilise the factors in the diagnostic instrument. 

6.3.2 Scoring and using the diagnostic 

The city government resilience diagnostic consists of two levels of assessment and scoring, 

namely, factors and items.  
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Factors provide an overarching meta-perspective for determining a resilience strategy. They 

include:  

 Capability (C); 

 Cross-cutting Competencies (CC); 

 Anticipation (A); 

 Adaptation (A); 

 Recovery (R); 

 Sustainable Development (SDev); 

 Green Growth (GG); and  

 Smart Cities (SC). 

The second level of assessment and scoring can be found at item level within the factors. 

Assessing and scoring factors and items in the diagnostic 

Respondents are invited to respond to the descriptive statements for the factors as a whole, 

as the descriptors contain more than one element.  

Scoring factors 

Score all factors by registering the level of agreement or disagreement on a descending Likert 

scale:  

 “Agree Completely”: Score 4 

 “Agree Somewhat”: Score 3 

 “Disagree Somewhat”: Score 2 

 “Disagree Completely”: Score 1 

Scoring Items within factors  

All items within factors are also scored as above, except for items in Capability(C) and Cross-

cutting competence (CC) 

In Capability(C) and Cross-cutting Competence (CC), items are assessed and scored on a 

four-point ascending Likert scale to facilitate the development of competencies: 

 “None”: Score 0. None or little competence currently exists. 

 “Basic/Emergent”: Score 1. Guideline: Basic knowledge, skills and attitudes may exist, 

and greater proficiency may emerge over time. Comprehensive learning resources 

need to be identified and engaged. 
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 “Intermediate/Competent”: Score 2. Guideline: An intermediate to competent range in 

current knowledge, skills and attitudes and overall proficiency exists. Learning 

resources are known, engaged and being developed. 

 “Advanced”: Score 3. Guideline: A deep and complete basis in current knowledge, 

skills and attitudes and commensurate proficiencies exists. Learning resources have 

been comprehensively mastered and applied.  

 

Note: When questions of clarification arise from technical descriptions and metrics such as 

“Networked readiness index (NRI) or Sendai framework” and “The new urban agenda 

(Habitat3)” should indicate a low score for that item. 

Factors: 

Table 6.1: Factors for gauging city government resilience C, CC, A, A, R, SDev, GG, SC 

Factors for gauging city government resilience – meta level.  
Score each Factor as a whole, as a synthesis of its multiple 
dimensions. 
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1. Capability (C) 

Capability may be evidenced by leadership, strategy and service delivery. 
City government capability may also be summarised as the ability to 
formulate robust strategy, policy, plans and budgets and execute these on 
time, on budget and on quality. Regular bi-annual reviews of capability take 
place to enable continuous overall improvement in the city government 
resilience strategy. 

 

4 3 2 1 

2. Cross-cutting Competence (CC) 

Cross-cutting competencies that enable capability. These include 
essential competencies that support intervening in high leverage points 
across factors that inform a resilience strategy. City government has built 
capacity among executive leadership, executive management and middle 
managers based on competency assessment in teams and individually, 
which is included in a personal development plan (PDP) as part of their 
performance contract. 

4 3 2 1 

 

3. Anticipation (A) 

City government anticipates immediate short-term shocks, as well as 
medium-term and long-term discontinuities in its contextual environment 
on a 20-25 planning time horizon. The city engages state of the art process 
methodologies and technologies such as scenario-based strategy and 
systems dynamics (SD) modelling to shift and broaden assumptions in the 
minds of executive leadership, executive managers and decision-makers. 
SD modelling may be used to understand key dynamics systemically when 

4 3 2 1 
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building scenarios beyond the ten-year planning horizon. Emergency and 
risk-management processes are state of the art and in place, regularly 
practised and ready to be activated. Scenarios are used as a set to stress-
test strategies, policies, plans and budgets for robustness across future 
conditions described in these scenarios.   

 

4. Adaptation (A) 

City government absorbs short-term shocks by ensuring that emergency 
water, food and first aid are readily available. Effective communications 
and cyber infrastructure to support coordinated adaptation activities have 
been operationalised. The city has built capabilities and competencies for 
adapting to shocks that may persist in the medium-term and long-term. 
Leadership is capable, of resolving the tensions between performance, 
action and considered, evidence-based strategic direction along the path 
of the adaptation process. Leadership takes a stand for policy that will 
support recovery, sustainable development, green growth and smart cities.  

4 3 2 1 

 

5. Recovery (R) 

City government is capable of springing back to a better position than that 
prevailing prior to the shock and, also improve on it. Established change 
management infrastructure exists such as a forum which links to the whole 
organisation. The forum is building shared vision, a sense of urgency and 
provides organisation-wide leadership by means of its powerful, inclusive 
coalition which regularly engages via the forum in strategic conversation. 
The forum enables the delivery of short-term wins within the city 
government resilience strategy and has built institutional capability to 
sustain recovery and embark on sustainable development initiatives. High 
organisational trust facilitated by quality strategic conversation and regular 
leadership engagement enables responsiveness, agility and resilience. 

 

4 3 2 1 

6. Sustainable Development (SDev) 

City government complies with the Sustainable Development Goals 
(SGDs), Paris Agreement 2015 and the Sendai Framework for disaster 
risk reduction 2015–2030 and is enrolled in the global city mayoral 
parliament resolutions “the new urban agenda (Habitat3). It focuses on 
engagement with a national development plan and municipal mandate for 
economic development. Small, micro and medium enterprise (SMME) 
development are being stimulated. It is invested in community engagement 
in rights-based sustainable community investment programme (SCIP) 
development initiatives, including youth in service delivery. National 
government is engaged in enhancing education and learning quality 
through teacher development support. The city human resources planning 
focusses on attracting and nurturing talent.   

4 3 2 1 

 

7. Green Growth (GG) 

City government resilience strategy extends beyond sustainable 
development enabling recycling more than 50% of waste using waste as 
feedstock into other processes and sectors within the economy. Utilisation 
of natural resources is improved through beneficiation processes. 
Continuously measuring and reducing the city carbon footprint through 
elimination wastage, continuously innovating and identifying areas for 
improvement of quality of services.  

4 3 2 1 
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8. Smart Cities (SC) 

City government has invested in the cyber infrastructure to support 
sensors and connectedness and gauges its networked readiness using the 
WEF Network Readiness Index (NRI). It emphasises E-governance 
competencies and technology-enabled coordination and information 
sharing. It anticipates and leverages disruptions in transportation and 
energy to enable improved quality of city living. 

 

 

 

4 

 

 

3 

 

 

2 

 

 

1 

Subtotal     

Score     

Capability grade %     
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Items and Indicators: 

Table 6.2: Capability (C), Cross-cutting Competencies (CC) 

 Score 

Capability (C) Definition: Strategy, Leadership and Delivery 
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Capable executive leadership and executive management formulate robust 
city strategy, policy, plans and budgets and execute these on time, on budget 
and on quality 

0 1 2 3 

Leadership by executive leaders and executive managers is exercised by 
taking a stand, setting direction, motivating people and developing people  

0 1 2 3 

Scenario-based strategy enables robust, outcomes-focused strategy, 
evidence-based choices, collaboration and building common purpose 

0 1 2 3 

Managing performance reviews, shared commitment and sound delivery 
models, competitive resourcing and innovative delivery structures including 
continuous improvement processes 

0 1 2 3 

Organisational routines consisting of regular goal-setting and review of 
service delivery performance and engagement over time to embed a service 
delivery culture 

0 1 2 3 

 Score 

Cross-cutting Competencies (CC) Definition: Knowledge, skills and 
attitudes that cut across organisational processes, departments and 
divisions 
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Rule of law: 

Executive leaders and executive managers and policy makers are 
knowledgeable and conversant with and take a stand for the supremacy of 
the constitution in city strategies and policies   

0 1 2 3 

Legislation on local government is known and used as the mandate for local 
government policy and services  

 

0 1 2 3 

Strategy-making and execution: 

Goal-setting and regular review within a performance management system 
(PMS) is an embedded skill across all levels of executive leadership, 
executive management and middle management, including front line 
supervisory levels 

0 1 2 3 

Strategic conversation and engagement skills are the foundation for 
performance management, learning and building organisational trust 

0 1 2 3 
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Scenario-based strategy and stress-testing strategy in the scenarios enables 
double-loop learning 

0 1 2 3 

Personal development planning (PDP) for executive leadership, executive 
managers, senior and middle managers is embedded in performance 
contracts 

 

0 1 2 3 

Systems Thinking: 

Systems thinking is used for understanding the contextual environment as 
well as internal city government dynamics, enabling effective execution of 
strategy and policy while minimising unintended consequences 

0 1 2 3 

Systems dynamics (SD) modelling and urban dynamics modelling is used to 
support scenario-based strategic planning, leadership, decision making and 
policy making   

 

0 1 2 3 

Service delivery quality:     

Service delivery as a process is citizen centric, structured and innovative, and 
delivers value for money services 

0 1 2 3 

Service delivery quality is based on elimination of wastage, continuous 
improvement (Kaizen) and focusses on citizen’s quality requirements for 
services – fit for purpose (water, sanitation, health, housing, transportation 
and nutrition) 

 

Leadership: 

0 1 2 3 

Competent, servant leadership enables followership and is known for taking 
a stand for building shared vision, focussing on strategic priorities and shared 
values. Servant leadership is widespread among executive leadership, 
executive management middle management and supervisors  

 

Revenue management and development:  

0 1 2 3 

Revenue management processes are structured and effective and ensure 
that 100% of revenues are billed and 95% or more are collected on time and 
on budget  

0 1 2 3 

Investment in a developmental city takes place in communities through, 
amongst others, rights-based sustainable community investment 
programmes (SCIP), joint ventures (JVs) and public–private partnerships 
(PPPs) 

 

0 1 2 3 

Successful change management: 

Change management infrastructure has been built in the form of a forum 
which engages through organisational links the whole organisation, and 
includes a powerful coalition of leadership which forms critical mass for 
sustaining and ensuring successful change management 

 

0 1 2 3 

Good Governance systems: 

Good governance practice eliminates corruption and wastage and is moving 
towards 100% clean audits 

0 1 2 3 

Financial and economic literacy is established and is supported by useful 
management accounts and management information systems 

 

0 1 2 3 

Trust building: 

Trust-building results in greater organisational trust levels which facilitates 
organisational responsiveness, agility and resilience 

0 1 2 3 
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Stewardship of the commons such as roads, air quality, physical environment 
and green spaces is harnessing scientific knowledge and are maintained and 
protected in the service of current citizens and future generations which is 
seen as a moral responsibility to next generations  

 

0 1 2 3 

Recovering from disruptions and improving: 

Technology-enabled revolutions and disruptions are being actively shaped to 
enable recovery, improvement and sustainable development  

0 1 2 3 

Energy disruption knowledge is evidence-based and leveraged in the service 
of sustainable development  

0 1 2 3 

Transport disruption knowledge is evidence-based and leveraged in the 
service of sustainable development  

0 1 2 3 

Investment in technology infrastructure for enabling smart cities is in progress 
and is prioritised and gauged using the WEF Networked Readiness Index 
(NRI) 

0 1 2 3 

Inter-cultural competence enables cross-functional collaboration and big 
teamwork 

 

0 1 2 3 

Youth development: 

Investment in youth development and building appropriate competencies in 
advance of technology driven disruptions and job redundancies 

0 1 2 3 

National government is engaged in raising the quality of city education by 
focusing on teacher development and learner-centred teaching  

 

0 1 2 3 

Subtotal     

Score     

Cross-cutting competency grade %     

 

Note: These competencies may be present in the portfolio of executive leadership and executive 
management or within a forum that builds a resilience strategy. Individuals among these ranks may 
have personal development plans (PDPs) in place as part of their performance management contracts.  
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Table 6.3: Anticipation (A) 

Anticipation (A) of future shocks and discontinuities in the contextual 
environment 
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Emergency reserves are in place such as water, food, energy, medicine, 
sanitation, law enforcement and communications in sufficient quantities to 
support affected citizens and communities over initial shocks 

4 3 2 1 

Emergency preparedness routines and embedded behaviour are in place by 
regularly practising and rehearsing responses to shocks 

4 3 2 1 

All gatherings of more than 30 people are recorded and tracked in case these 
data may be required for enabling emergency evacuation  

4 3 2 1 

The time focus for strategic planning and policy (future planning time 
horizons) for executive leadership and executive management levels is 20–
25 years into the future  

4 3 2 1 

Systems dynamics(SD) modelling anticipates key urban dynamics in the 
future environment in a 20–25-year future planning time frame  

4 3 2 1 

Scenario narratives describing the contextual environment over the next 20–
25 years have been developed and are based on concerns among executive 
leadership, executive management and key stakeholders 

4 3 2 1 

Scenarios narratives are based on deep systemic research into the plausible 
range of future behaviour of key driving forces (KDFs) described in two, three 
or four relevant, challenging, plausible, internally consistent story lines 

4 3 2 1 

External remarkable people (RPs) have been engaged to stretch the scenario 
narratives so that they challenge existing thinking and broaden assumptions 
in the minds of executive leaders and executive managers 

4 3 2 1 

Scenarios are used to stress-test strategic planning, proposed policy, draft 
legislation, business plans and budgets, to ensure robustness in future 
scenario narratives and to limit unintended consequences 

4 3 2 1 

Clear policy positions enable economic development, job creation and social 
transformation based upon national development planning and economic 
freedom as defined by the Fraser Institute and the Heritage Foundation  

4 3 2 1 

Subtotal     

Score     

Resilience Grade %     
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Table 6.4: Adaptation (A) 

 Score 

Adaptation (A) to shocks and discontinuities  
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An inclusive forum has been built as infrastructure to lead, manage and 
sustain adaptation and organisational change successfully, as a parallel 
leadership engagement structure without executive authority 

4 3 2 1 

Inclusive, regular, quality, scheduled strategic conversations among 
executive leaders and executive managers takes place as the basis of 
successful change management execution and resistance management  

4 3 2 1 

Building a shared vision and a sense of urgency led by a powerful, dominant 
coalition, which forms critical mass for delivering short-term wins as well as 
setting and achieving medium and long-term goals within a city government 
resilience strategy 

4 3 2 1 

Identifying and adapting to both future risks as well as opportunities in the 
environment forms the basis for successful adaptation 

4 3 2 1 

A high level of trust across the organisation enables responsiveness and 
agility   

4 3 2 1 

The rule of law underpins the execution of all policies, planning and 
engagement with citizens and stakeholders 

4 3 2 1 

Accountability and authority provide support for decisions and execution 
across all levels of executive leadership, executive management and 
supervisors 

4 3 2 1 

Subtotal     

Resilience Grade%     
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Table 6.5: Recovery (R)  

 Score 

Recovery (R) from shocks and discontinuities 
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Back-to-basics, smart government initiatives build sustainable foundations for 
economic recovery and a financial platform for recovery and sustainable 
development  

4 3 2 1 

Good governance practice is rigorously enforced, and executive leadership 
and executive management set the example 

4 3 2 1 

Annual financial audits are moving towards 100% clean audits 4 3 2 1 

Community-Owned government injects competition into a results-based 
enterprising government 

4 3 2 1 

Joint ventures (JVs) and public–private partnerships (PPPs) add capability 
and are effectively supervised to provide value-for-money service delivery to 
citizens 

4 3 2 1 

Subtotal     

Resilience Grade%     
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Table 6.6: Sustainable development (SDev) 
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Sustainable development (SDev) 
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A national development plan based on principles of economic 
freedom as defined by the Fraser Institute and The Heritage 
Foundation includes the rule of law, small efficient government, 
regulatory efficiency and open markets forms the basis of the 
city government resilience strategy and unambiguous policy 
leadership 

4 3 2 1 

Rights-based sustainable community investment programmes 
(SCIP) in informal and formal development communities 
provides processes for the creation of responsibility, dignity, 
jobs and wealth 

4 3 2 1 

The UN Sustainable Development Goals for 2030 (SDGs) and 
the Paris agreement are integrated into city strategic priorities, 
goal-setting and policy and are regularly reviewed and 
monitored on a quarterly basis 

4 3 2 1 

Foreign direct investment (FDI) is attracted from city 
governments and industrialists, nationally and internationally 

4 3 2 1 

National government is engaged in enabling teacher-focused 
development to raise the quality of learning among selected 
schools and to provide examples to other schools 

4 3 2 1 

Investment in human capital development and value formation 
among youth is structured, regulated and effective 

4 3 2 1 

A human resources strategy attracts top performers from the 
best schools which enables investing in and fast-tracked talent 
into strategic city government roles 

4 3 2 1 

Specific communities such as the informal or ‘invisible’ 
economy and youth are targeted for sustainable community 
investment programmes (SCIPs) 

4 3 2 1 

Small, micro and medium enterprises (SMMEs) and 
entrepreneurs receive institutional support and investment. 

4 3 2 1 

Retention of existing city government talent and attracting new 
talent is based on key competencies that enable a resilience 
strategy and capability 

4 3 2 1 

Provision of value-for-money, delivery of quality services is 
continuously improved through structured innovation and 
workforce engagement processes such as Kaizen and total 
quality management (TQM)  

4 3 2 1 

Subtotal     

Resilience Grade%     
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Table 6.7: Green growth (GG) 

 Score 

Green growth (GG) 
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) 

 D
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e
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o
m

p
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ly

 (
1
) 

Recycling of waste streams is moving towards 50% or higher levels of 
recycling 

 4  3  2  1 

Building of a circular economy where waste becomes feedstock for the next 
process or industry informs policy and legislation  

 4  3  2  1 

Understanding appreciation and support for a green city economy is 
mobilised and actively promoted 

 4  3  2  1 

Carbon emissions are measured, monitored, minimised and declining  4  3  2  1 

Subtotal     

Resilience Grade%     
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Table 6.8: Smart cities (SC) 

 Score 

Smart cities (SC) 
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 (
4
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 (
1
) 

The WEF networked readiness index (NRI) is used to assess 
and gauge the level of enabling infrastructure to support 
technology-based interconnectedness 

4 3 2 1 

The Internet of Things (IoT) is pervasive, is used to monitor, 
coordinate and reduce pollution, promote recycling and is 
leveraged to raise service delivery quality. IoT powers multiple 
feedback loops which in turn facilitate city government 
resilience and self-correction 

4 3 2 1 

E-governance competence using a competence framework 
such as the Van der Waldt framework, enables individuals to 
take responsibility for building of e-governance capacity which 
in turn enables smart city government 

4 3 2 1 

Pre-emptive education and retraining mitigates the 
consequences for transforming work and offsets potentially 
redundant jobs  

4 3 2 1 

Energy and transport disruptions are leveraged to accelerate 
green economics 

4 3 2 1 

Solar photo voltaic energy powers household energy needs and 
community needs and is penetrating industrial applications  

4 3 2 1 

Autonomous electric vehicles on demand reduce the need for 
vehicle ownership, roads and parking, reduces emissions and 
road accidents and frees up highways, also rendering parking 
space in the city available for alternate use 

4 3 2 1 

Subtotal     

Resilience Grade%     
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6.4 Further research recommendations  

There are numerous areas of scholarly investigation that may benefit the study of city 

government resilience and support gauging and improving city government resilience. 

Recommendations for further research are listed below- 

 It was specfied that reliability and validity testing of the factors and items in this 

instrument with a representative sample of executive leaders and executive managers 

from South African cities was beyond the scope of this study. This may be undertaken 

once the instrument has been used in the field and has stabilised as a result, of 

faciltators editing and refining factors and items based on experience with executive 

leaders and executive managers; 

 Longitudinal studies to measure the impact of this instrument on city resilience with 

specific reference to the relative success of an organisation development (OD) 

approach versus a metric-based so called balanced scorecard approach; 

 Focussed studies to establish the relationship in practice between city government 

resilience and specific factors such as capability assessment, capacity building, 

anticipation, adaptation, recovery, sustainable development, green growth and smart 

cities; 

 Assessment of building organisational infrastructure for successful organisational 

change management and a review of high-leverage areas for successful 

organisational change and transformation; 

 Studying the role of scenario-based strategy and the use of systems dynamics (SD) 

modelling in anticipating discontinuities on a 20-25 planning time horizon; 

 Investigating the role of leadership in general and servant leadership specifically to 

facilitate city government capability; 

 Assessing the improvement and embedding of a service delivery culture as part of city 

government capability;  

 Identifying and analysing the association between the quality of strategic 

conversations and organisational trust as well as the importance of these 

organisational dimensions in fostering city government resilience; and 
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 A comparative analysis between approaching the building of a robust resilience 

strategy from a rationalist paradigm and from a processual paradigm. 

6.5 Conclusion  

The global migration into cities supports the rising importance of cities within nation states. 

Resilient cities seem to be on a path to increasingly becoming the “flywheels for national 

economic development” and national resilience. Cities in South Africa that implement an 

inclusive city government resilience strategy may at the same time address wider issues of 

government in emerging economies in Africa and elsewhere such as where citizen 

expectations of government delivery outpace the realities of service delivery. Gauging the 

current city government resilience strategy may enable pre-emptively developing capability 

through capacity-building of key competencies. Focussing inclusively on city government 

resilience may include accelerating economic development and the reduction of inequality in 

cities. A focus on common concerns for building city government resilience may enable 

community development supporting a developmental approach to city government and 

through this sustainable economic growth and job creation. City government resilience may 

be complemented by individual personal and community resilience, and be interconnected 

with regional resilience, national resilience and international resilience. A capability review of 

city government may take place on a bi-annual basis with the purpose of continually improving 

city government capability. An assessment of the city government resilience strategy may also 

take place on a bi-annual basis. Over time, patterns and trends amongst cities for building 

resilience may be identified and the most effective approaches shared amongst a network of 

resilient cities in South Africa, regionally and globally.  
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