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PART A: STRATEGIC OVERVIEW
The South African Cities Network (SACN) was registered on 9 December 2002 as an
association incorporated under Section 21 of the South African Companies Act, 1973. The
Company was established by the South African Minister for Provincial and Local Government
in collaboration with the mayors of South Africa's largest cities and the South African Local
Government Association (SALGA). The subscribers to the network, as set out in the
Association Clause, are the following eight municipalities: Buffalo City, Ekurhuleni,
eThekwini, Johannesburg, Mangaung, Msunduzi, Nelson Mandela Bay and Tshwane.
The SACN completed its first 5-year strategic plan cycle in the period 2006/7 to 2010/11; and
it’s second in the period 2011/12 to 2015/16. This Strategic Plan is developed for the 5-year
period 2016/17 to 2020/21, and is conceived within a 10-year strategic outlook up to 2025/26.
1 Vision, Mission & Values
The VISION of the SACN remains the same:
The SACN is an established network of South African cities and partners that
encourages the exchange of information, experience and best practices on urban
development and city management.
Our overall MISSION remains:
•
•
•
•

To promote good governance and management of South African cities;
To analyse strategic challenges facing South African cities, particularly in the context
of global economic integration and national development;
To collect, collate, analyse, assess, disseminate and apply the experience of large city
government in a South African context; and
To promote a shared-learning partnership between different actors to support the
governance of South African cities.

The SACN will continue to be guided by the following VALUES:
•
•
•
•
•

Knowledge-in-Action (evidence-based policy)
Shared learning
Partnership
Innovation
Agility

Furthermore, SACN will also continue aspiring to:
•
•

Be proactive and responsive to contextual dynamics and emerging issues within the
five-year period
Educate society (including other spheres of government) about the role and
functions/workings of urban local government
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•
•
•
•
•
•
•
•
•

Provide thought leadership but producing and disseminating credible and continual
intelligence about cities
Enable and support cities to act and speak with one voice
Improve performance and innovation in local government, and cities in particular
Establish strategic relations locally, regionally and internationally to support the work
of the network
Communicate better, and demonstrate the impact of our work
Have an “activist leadership”
Generate strong research and knowledge
Be financially efficient and sustainable
Develop partnerships, while retaining a clear role and identity of purpose.

2 SACN in Review
This section gives an overview of SACN’s strategic location and positioning to date.
2.1

SACN’s Evolution: 2002-2016

The establishment of the SACN happened at the time when the White Paper on Local
Government (1998) and subsequent legislation (i.e., Municipal Structures Act, Municipal
Systems Act and the Municipal Financial Management Act) had been passed and
municipalities were grappling with the implementation thereof. It was also the time of the first
democratic local government elections during December 2000. During this period, it became
clear that there was a need to complement then-DPLG and SALGA in providing a more direct
and meaningful platform for the larger cities to interact and to share knowledge and experiences
based on their peculiar circumstances. A role for the new organisation thereby emerged.

Figure 1: SACN in context - A Timeline
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Since its inception the SACN has functioned as a network of the nine largest cities in the
country rather, than as a representative structure. Its role, in line with its mandate and mission,
is to complement and supplement the broader set of institutional arrangements and linkages
that cities would also have.

PART B: BEYOND 2016
3 Towards a 10-year Strategic Framework
The developing of this Strategy included analysis and consideration of the following inputs:
•
•
•

The performance environment or context in which cities find themselves;
The SACN’s State of the Cities Reporting (2004, 2006, 2011, 2016) as a form of
assessment of member cities and the evolution of urban SA; and
Evaluations and reviews of the SACN for the period (SACN Formative Evaluation
2011 and SACN Strategic Evaluation 2015).

These inputs were complemented by consultations with the SACN Board, Management
Committee and Local Government Parliamentary Portfolio Committee over the past period;
reflections on the Secretariat’s experience; and regular feedback and evaluations from SACN
partners, stakeholders, and event participants.
3.1 Strategic Choices: Responses
The Strategy intends to confirm a consensus within the Network about what role the
organisation should be playing over the next 10 year period (2016 - 2026). Beyond 2016
strategizing is framed by answering the following questions: What does SACN want to do?
How does it position itself to do that? What would
be the outcome and impact? And lastly, how does it
organise itself to achieve all of this?
The SACN confirms that its outcome and impact
goals are still adequately defined within its
original mandate and mission statement. As such,
the following strategic choices are proposed to
inform its strategy going forward:
a) What SACN does:

The 2011-2016 evaluation found SACN’s strengths
to lie in two of its mandate areas: Knowledge
generation, and Facilitation and learning. SACN’s relative impact upon its other two core
areas, Governance and Global agenda, were identified as potential areas for refinement or
improvement. SACN will continue building upon its strengths, while seeking to harness these
more and expand the absorption capacity (capabilities) thereof of its members and stakeholders
towards achieving real impact through improved governance. It will also seek to expand the
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reach and embedding (dissemination, as opposed to distribution) of its products locally and
internationally.
b) SACN’s Posture:

This question is important as emphasized in the evaluation which suggested that SACN should
identify more definitively “what” the organisation aims to accomplish and “why” it is
beneficial to the organisation to accomplish these goals. The following variations were posited:
• Option 1: SACN as a Learning Network, continuing to focus on “promoting” good
governance and management in South African cities - generating knowledge which cities
undertake to use themselves, complemented with lobbying and advocacy work with the
aim to influence national policy debates.
• Option 2: SACN as a Network of cities, representing metropolitan municipalities, as a
“collective of cities”, in national policy debates, as well as setting and driving the domestic
urban agenda, with the potential to effect real spatial transformation in South African cities.
• Option 3: SACN as a Network for cities, being a platform for South African cities to
access international resources and support, and to expand their influence in the region.
While all three offer valid options for the Network, it is deemed that these could not be seen as
mutually exclusive options, and that they are rather a criteria for deciding upon relative
emphasis as all of them do apply. The order in which they are presented is a useful
representation of the relative prioritisation – meaning that SACN could first and foremost
continue to be a learning network focused on knowledge generation, application and
dissemination. The Network of and for cities would become second and third roles.
Towards achieving this posture, it is accepted that SACN needs to strengthen its:
1) Organisational awareness: Defining and managing SACN’s local network profile
more deliberately (identity, expectations and perceptions); Strengthen the international
profile of its network of cities; Continue and bolster its advocacy role for the urban
agenda while balancing consideration of the rural; Maintaining political neutrality; and
Focusing on achieving its transformative potential.
2) Product sharing: Enhance its dissemination techniques; Define better the relative KM
and communications role of SACN versus that of the member cities themselves; Define
unique services / access for SACN participants (whether individually or through The
Commons1) versus what is Open; and increase its focus on outwards communications /
discourse-setting (including in international platforms).
3) Institutional impact: Improve measuring of impact of knowledge products and other
organisational performance; Develop clear guidelines for engagement in institutional

1

The idea of pooled resources that are equally accessible by all Members, possibly with limited or moderated access

beyond.
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context; Ensure accessibility of plans and products (KM); and Manage the relative
balance between political and bureaucratic engagement.
c) SACN’s Organisation:

Specifically, SACN should then re-organise itself to ensure the following:
1) Increase the stake of participating municipalities > Develop an Active Participation
Strategy
2) Improve communications and public perception of the organisation > Develop (or
implement) a communication strategy with a clear orientation towards fulfilling the
strategic imperative, influencing public discourse, and strategic relationship
management with
3) Strengthen the knowledge product value chain > Review and refine Knowledge
Management system to include a robust market needs assessment, innovative &
responsive packaging, and impact assessment / refinement.
4) Increase organisational and product impact > Have a clear institutional and capacity
development strategy which includes action projects and a revamp of the Reference
Groups
5) Secure financial sustainability > Stratify engagements and arrangements to secure
and stabilise funding and participation based on a clear and direct value position, and
political neutrality

3.2 Strategic Intent for the 10-year Strategic Framework
The strategic intent of the SACN for the next 10-years is thus to leverage its strategic advantage
regarding urban-centric knowledge production and management through a continued focus on
the domestic (SA) urban capability and agenda, and leveraging these to help inform and support
the African and global urban agenda.
In order to achieve this, SACN needs to implement a tactical shift while being mindful of the
intent to keep the burden of governance and corporate overhead down by remaining small and
agile. The details of the suggested tactical shift are outlined in this section, and carried through
into the 5-year Strategic Framework.
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Figure 2: SACN 2016-2026 functional organisation

The proposed tactical shift sees SACN organised as four inter-linked functional bubbles that
are anchored on a robust operations and support component. The following sections briefly
describe how each bubble is envisaged to function.

4

The 5-year Strategic Plan (2016 – 21)

Although the Beyond 2016 Strategy is envisaged for 10 years, this will comprise of two 5-year
strategic periods which is in line with the MTEF and municipal election cycles. The following
sections outline the strategic objectives and outcomes for SACN for the strategic period (2016
- 2021).

4.1 Strategic Goal
Informed by the findings of its State of the Cities Report (2016) and the experiences of its
stakeholders, SACN sets its overarching GOAL for the 2016-2021 strategic period as:
CITIES AT THE CENTRE:
By 2021, cities should be empowered through institutional reconfiguration and
decentralisation of powers and authority for their effective and efficient management.
This strategic goal is cognisant that the current system is rigid, reactionary and limits creativity
and innovation. The scope of work which in some areas has risen out of boundary redemarcation has expanded over time with no matching resources. Municipalities find
themselves performing un-mandated functions due to community pressures. Within the basket
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of functions that municipalities ought to perform, they do not necessarily have authority over
all of them.

4.2 Outcome Indicators
Focused on SOCR IV messages about the need to embark upon a re-design of the state, SACN’s
indicators should focus on the following outcome-oriented statements:
OUTCOMES TOWARDS 2016 – 21
-

Cities have to Transform: spatially, economically

-

They have to have the Resources to do so (Finances, Skilled people)

-

The necessary Capability and Accountability must be ensured (Integrated built
environment governance; Strategy and action; Innovation, learning, dynamics;
Systems & intelligence)

-

Institutions and arrangements should be supporting city performance

-

Power and governance structures should reconfigure to enhance the voice and role
of local actors (particularly of local government, civil society organisations, business,
and knowledge institutions)

Figure 3: Key messages from SocR 2016

4.3

Organisational Structuring

This section outlines how SACN will re-organise itself structurally, what resources and
policies would support the shift in order to achieve the strategic goals.
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4.3.1

Governance

Ownership

SACN Council

Management
Board

Governance
Audit & Finance
Committee

Operation
4.3.2

HR &
Remuneration
Committee

Chief Operating
Officer

Secretariat

Secretariat Organogram

The proposed tactical shift will result in four inter-linked functional bubbles namely;
knowledge GENERATION, knowledge APPLICATION, network GOVERNANCE and
knowledge DISSEMINATION. These are supported by an effective and efficient operations
and support component. The staff complement of these bubbles is further described by the
organogram below. The new structure also implies a slightly expanded staff complement.
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Figure 4: SACN organogram 2016-2021

4.4

Organisational Systems

The organisational systems development section provides an overview of the knowledge
management, monitoring and evaluation as well as operational tools.
4.4.1

Knowledge Management

Product dissemination is an important component of SACN’s knowledge management review
and as such, it will be highlighted in the communications plan. Key points under this knowledge
management are:
o

o

o

A library for current research: The SOCR will be easily accessible and given a
place of prominence on the site. Links to other urban research organisations will be
included.
An access point for those seeking to learn about urban development. The
website will be managed as a gateway for understanding the state of urban
development in the country.
The website should be up-to-date and should have interactive functionality.
The website will be kept as current as possible. Other functionalities like an intranet,
display of video content, host webinars /discussion forums are being considered and
investigated.
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o
4.4.2

Sharepoint and Cloud for internal document management
Key Documents & Policies

Th Secretatiat intends to update all its policies in the 2016-21 business cycle to ensure that
they are in line with the organisation’s mission and strategy, to develop additional policies,
processes and procedure guidelines that will help to maintain focus on the organisation’s
overall strategy.
4.4.3

Monitoring & Evaluation

The 2016-21 Strategic Plan intends to expand the previous monitoring and evaluation (M&E)
to include monitoring of performance on the level of outcomes. The monitoring of
performance, both quantitative and qualitative, is currently captured between various systems
such as Microsoft Access, Excel and Word as well as a shared-drive (share-point) located on
the SACN server that acts as a dedicated central repository for all information pertaining to the
organisation’s programmatic and administrative functions.
Going forward, this system will be rationalised and re-engineered into a simple and effective
automated system that generates performance reports on output results, events and SACN
publications including annual reports.
The evaluation of the Strategic Plan will be based on session-based evaluations, annual reviews
of the MoAs, snap-surveys with key stakeholders, mid-period (3yr) and final (5yr) reviews.
The overall process should be guided by the M&E Framework 2016-21.
4.4.4

Operational Systems

For human resources, the Sage VIP and ESS integrated systems are used to manage payroll
and employee leave administration respectively.
4.4.5

Facilities & Equipment

Office space: The Secretariat is currently occupying a section of the 16th floor of the

Metropolitan Building, City of Johannesburg in Braamfontein. There are currently 16
employees that occupy this space. In view of the approved new structure of the Secretariat, the
number of employees will increase to 24. This will require additional office space, either within
the City of Johannesburg offices or external office space will need to be secured. An important
consideration for the secretariat is the possibility of having to find alternative external
accommodation. This is due to the fact that the City of Johannesburg has indicated its intentions
to move the GSPCR unit, which currently occupies the floor where SACN leases office space.
The secretariat has received an indication that they will be accommodated as part of this move.
However, this is subject to final arrangements and confirmation from the City. This will have
an impact on the secretariat’s budget as it may require financial resources for the move or
securing additional office space.
IT infrastructure: The Secretariat operates on two servers which are both in-house. The IT

infrastructure has been efficient for the number of employees that the secretariat currently
employs. With the increase in the number of employees in the future, the servers will be
assessed to ensure that there is enough capacity to service the additional number of employees
efficiently while ensuring that the infrastructure remains stable.
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4.5
4.5.1

Resourcing Considerations
Personnel

Of the overall structure proposed for 2016/17, a total staff complement of 24 (up from 17) is
anticipated as follows:
• 1 x CEO
• 3 x Executive Managers
• 7 x Programme Managers / Specialists
• 6 x Researchers / Assistants
• 6 x Administration / Support
In addition, 3 or more Associates and a minimum of 2 Interns would be taken on for
additional capacity.

Figure 5: SACN organogram 2016-2021 - Staffing structure

This structure is to be filled as and when possible in relation to Business Plan approval,
affordability, and the identification of suitable candidates.
The Secretariat will continue improving its strategies and processes for performance
management and staff retention to ensure that SACN can continue being a productive employer
of choice for top talent in the marketplace.
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4.5.2

Budget and Financing

The Secretariat’s secured budget is primarily made up of a grant from the Department of
Cooperative Governance and Traditional Affairs and subscription fees received from member
municipalities. Unsecured budget varies annually and depends on the organisation securing
external work, for a fee, from members, external stakeholder, and other related parties. The
uncertainty of this funding tends to have a negative impact on the stability of the organisation’s
budget and performance.
The Secretariat’s imperative for the business cycle 2016-21 are:
i)
Financial stability: It is important that SACN has the financial wherewithal to
execute its approved Strategy and Business Plan.
ii)
Sound financial management: The Secretariat has to meet professional standards
and public accounting principles, and maintain member confidence in the way that
it operates.
iii)
Optimal overhead ratio: The Secretariat aims to maintain its expenditure ratio for
operations and programmes at 1:3 respectively, to maintain an appropriate
productivity balance.
The Secretariat aims to achieve this by securing fixed grant funding (which would include the
subscriptions) through the signing of Memoranda of Agreements with member municipalities
and other partners like Department of Cooperative Governance, Department of Human
Settlements, and the South African Local Government Association; to determine collaborative
opportunities for municipalities to pool their resources and conduct common research projects
through the SACN for a nominal fee; and developing any other opportunities for largemultiyear programmes and project-based funding from external sources.
Regarding the overhead ratio - In the past, the Secretariat accounted for all staff costs as
operational costs. The Secretariat has revised its accounting approach for internal programmes
staff time. The cost for programmes staff will be apportioned between programme costs and
operational costs on a 70:30 basis. The rationale for this revision is that Programme staff spend
approximately 30% of the time on administration and approximately 70% of the time doing
programmatic work. This advice emerged from the institutional review findings.
To provide a clear overview of the financial requirements for the organisation to continue over
the remainder of the 5-year term of its business cycle, the following scenarios are presented:
4.5.3

Partnerships

As per the discussion under 6.6.2, the Secretariat aims to enter into funding partnerships with
municipalities, national government departments and private organisations to carry out specific
research work that relevant to the both the network and the funding partners. These funding
agreements will be executed in the 2016 – 2021 business cycle. Examples of the various types
of funding partnerships are as follows:
1. Long Term Public Partnerships
o Department of Cooperative Governance and traditional Affairs – IUDF
o Department of Public Works – EPWP
o Development Bank of South Africa – Built Environment
2. Long Term Private Partnerships
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o Deutsche Gesellschaft für Internationale Zusammenarbeit (GIZ) – Urban Safety
o Agence Française de Développement (AFD) – Built Environment
o Japan International Cooperation Agency - SCODA
New or extended arrangements anticipated include:
o SALGA MOU proposed to link / leverage local government urban programme.
o Co-financing of 3rd party programmes as part of the new model for research agenda
(i.e., pooling funding for research programmes undertaken through contracted research
units)
o Member City / Stakeholder Memoranda of Agreements for sponsored research subthemes
o Pursuing large, multi-year grants – e.g. European Commission
o Leveraging funding with other interested stakeholders
o Funding agreements for partners to leverage SACN support – e.g. CSP

5
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6 Annexures
A. Stakeholders Matrix
The SACN has a number of stakeholders that can broadly be broken down as follows:
Primary audiences:
1. Internal: Employees of SACN; Partners employees
2. Cities & Municipalities: 8 SACN participating municipalities and the broader Local
Government sphere
3. Government policy and decision-makers: senior officials who determine policy and levels of
funding in the areas of urban and rural development - Ministers; Policy makers
4. Partners: CSIR; WITS; Government departments; EU; NBI, HSRC; NGOs
5. Government counterparts: professionals in government ministries whose briefs overlap with
SACN's mandate in areas such as public policy, city governance and matters of urban
development e.g. the City Support Programme of National Treasury, DCoG and SALGA
6. Professionals in Planning: Urban planners; Property developers; Transport planners
/economists
7. Technical counterparts: developers, city and town planners, researchers, economists, policy
analysts and other technical experts working in fields related to SACN's mandate - Urban
planners; Property developers; Transport planners /economists
Secondary audiences:
1. Academia: Senior academics and students
2. Specialist media: technical business, development journals and other specialized information
outlets essential for communication with technical counterparts as well as with journalists and
educators whose interests touch on areas of concern to SACN
3. Mass media: both print (newspapers and magazines) and electronic media (television, radio
and the Internet), which provide access to priority audiences as well as to the general public –
Media & Social bloggers
4. Private sector (Planning professional, Investors)
5. Other Audiences not commonly targeted: Youth; Women; Affected and unrepresented
6. International: E.g. UNHabitat, Metropolis, UCLG, C40
The following matrix provides an overview of these various stakeholders and their relevance in terms
of the work of the SACN.
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B. 2016-2021 Business Plan
5 Year Business Plan Overview
The following figure represents the high-level depiction of the programme areas planned for the 20162021 period:
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Business Plan Components
The following series of tables outline the substantive work or Outcome areas envisaged per
Intermediate Result Area, and reflect the estimated methods and costs for each. In most cases, the
Outcome Areas will require a combination of Knowledge Generation, Application and
Communication.
I.

PEOPLE: Liveable Cities
Outcome Indicators:

Output Indicators:

Activity Indicators:

Input Indicators:

Outcome Indicators:

➢ STRENGTHENED URBAN ECONOMIES

1. Grow urban economies
2. Expand economic participation
3. Improve local economic governance
4. Improve economic Intelligence
Research Chair
Action Research Partnerships
Reference Groups
5yr Funding (R10,2m)
Programme Manager
Partnerships

➢ SPATIAL-DETERMINANTS OF WELL-BEING
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Output Indicators:

Activity Indicators:

Input Indicators:

II.

Research Chair
Action Research Partnerships
Reference Groups
5yr Funding (R10,2m)
Programme Manager
Partnerships

SPACE: Efficient & resilient built form of Cities

Outcome Indicators:

Output Indicators:

Activity Indicators:

Input Indicators:

Outcome Indicators:

Output Indicators:

Activity Indicators:
Input Indicators:

III.

1. Realising safer cities through spatial & social approaches
2. Collective/inclusive governance (Voice)
3. Narrative & knowledge co-creation
4. Education/Health in urban development

➢ BUILT ENVIRONMENT INTEGRATION
1. Spatial Transformation - BE Integration focus: Transitoriented development and Public space
2. Transversal leadership & management
3. Skills and capacity for integrated delivery
Research Chair
Action Research Partnerships
Reference Groups
5yr Funding (R10,3m)
Programme Manager
Partnerships

➢ SUSTAINABLE URBAN INFRASTRUCTURE &
RESOURCE EFFICIENCY
1. Review of policy & regulatory frameworks
2. Support programmatic planning & implementation
3. Knowledge sharing & dissemination
4. Mobilization & communication
5. Strengthen partnerships
Action Research Partnerships
Reference Groups
5yr Funding (R5m)
Programme Manager
Partnerships

SYSTEMS: Cities that anticipate, innovate & use intelligence

Outcome Indicators:

➢ FUTURE CITY DEVELOPMENT STRATEGIES (CDS)

Output Indicators:

1. City Scenarios / Foresight project
2. Orient CDS to sustainability transition
3. Smarter Cities
4. Harnessing urban innovation
5. State of Cities reporting

Activity Indicators:

Action Research
Active Communication
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Input Indicators:

5yr Funding (R3,2)
Programme Manager
Partnerships

Outcome Indicators:

➢ URBAN DATA PROJECT

Output Indicators:

Activity Indicators:

Input Indicators:

IV.

Action Research Partnerships
Reference Group
5yr Funding (R6,5m)
City internal IM funding (var)
Programme Manager
Partnerships

INSTITUTIONS: Enabling environment for city development

Outcome Indicators:

Output Indicators:

Activity Indicators:
Input Indicators:

Outcome Indicators:

Output Indicators:

Activity Indicators:

Input Indicators:

V.

1. SA City Data Code Book
2. Support effective city Information Management Systems
3. Expand SA Cities Open Data Almanac (SCODA) platform

➢ URBAN GOVERNANCE PROJECT
1. Strengthen institutional and operational capability
2. Enable collective governance and effective participation
3. Strengthen political legitimacy and image of LG
Action Research Partnerships
Reference Group
5yr Funding (R5m)
Programme Manager
Partnerships

➢ SUSTAINABLE METROPOLITAN FINANCING
1. State of City Finances reporting
2. Alternative Metro Financing Models Panel-Project
3. Metro finance capability project
Research Chair
Action Research Partnerships
Reference Groups
5yr Funding (R12m)
Programme Manager
Partnerships

ENGAGEMENT: Cities that Communicate, Empower and Learn
Outcome Indicators:

Output Indicators:

➢ ENHANCE CITIES' VOICE AND LEADERSHIP
1. Locate & support role of LG in broader governance context
2. Grow awareness of issues around urban local government &
the role of cities
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Activity Indicators:

Input Indicators:

Board/Mayoral Advisory Council
MOUs with urban partners
MOAs with member cities
International programme
5 yr Funding (R3m)
Programme Manager
Partnerships

Outcome Indicators:

➢ ENGAGING LOCAL URBAN ACTORS

Output Indicators:

1. Enable, through advocacy & support, empowered & informed
urban actors

Activity Indicators:
Input Indicators:

Reference Groups
Communication Plan & Strategy
5 yr Funding (R1,5m)
Communications Advisor
Partnerships

Outcome Indicators:

➢ MEASURE CHANGE & LEARNING

Output Indicators:

1. Support SACN's programme of work & impact by measuring
change & learning across participating cities

Activity Indicators:
Input Indicators:

M&E Framework
Bi-annual city engagements
5 yr Funding (R1,5m)
Programme Manager

22 | S A C i t i e s N e t w o r k

2018-06-11

