


• Efforts towards social compacting have gained greater traction in the past three years; and the role of

NEDLAC as a forum with the potential to deal with strategic challenges facing the country has been underlined

• This is especially in light of the agreement on the minimum wage effected in 2019, and efforts to deal with

the COVID-19 pandemic and the development of the Reconstruction and Recovery Plan.

• Contained in all past experiences – both positive and negative – are critical lessons on how to make NEDLAC

‘fit for purpose’.

• This report outlines Straw persons that entail options for the NEDLAC in the coming period.

• The storylines are drawn from a high-level analysis of insights from key stakeholders, combined with relevant

literature as outlined in the next sections.

Background & Context



Methodology: Intuitive-logic approach
There are several uses of the approach, and these include:

• Starting a strategic conversation of the big issues or broader picture amongst seemingly opposed 

elements of society or an organisation. 

• Identifying the key variables impacting on a society, industry/sector, or organisation.

• Helping identify the strategic priorities which should make up a strategic plan.

• Identification of the risks associated with particular scenarios by ‘wind-tunnelling’ a strategy 

through the scenarios - a vital exercise to refine and enhance strategies with a view to making their 

implementation and success more likely. 

• This can lay the basis for thinking about interventions available to NEDLAC to mitigate the 

identified risks.



Phase One of Intuitive-logic

Key Question and 
Horizon Period

•The key question should 
ideally be wide but not too 
vague. 

•The horizon period varies 
and should be beyond your 
ability to predict some of 
the most important trends. 

•The horizon period and the 
key question will be 
workshopped at the first 
virtual meeting of the 
Governance Task Team 
(GTT) of NEDLAC

Interviewing the 
Core Participants

•The GTT also helped 
identify additional 
questions …and suggested 
who the Core Participants 
(CP) will be. 

•The CP are a wide range of 
experts and influencers 
from the private sector, 
public, and non-profit 
sectors - including civil 
society, and individuals 
from various professions

• 40 interviews with the CP

Developing of ‘straw 
persons’

•The MISTRA team 
processed the interviews 
and developed a report 
identifying:

1.The critical variables
2.Two options for NEDLAC  (‘straw 
persons’)

• Straw persons presented at 
the Workshop of the Core 
Participants to:

a.Test against scenarios
b.Identify Risks



“What kind of mandate, leadership, and 
organisational structure, does a fit-for-
purpose NEDLAC need to navigate the 

next twenty-five years?” 

Agreeing on the Key Question



The Interviews
Those interviewed were encouraged to be speculative, to bring out unanswered questions and 
gaps in knowledge or understanding. A total of 40 interviews and one focus group were 
undertaken.



The Variables

1. The impact of changes in the South African political economy 
2. Rising unemployment and the shift to informal economic 

activity
3. Impact of technology and the changing nature of work
4. Epidemics and impact of further waves of COVID-19
5. Impact of representativity on the legitimacy of NEDLAC
6. Politics and shifting power dynamics
7. Leadership, authority and mandate of NEDLAC
8. Location, role and definition of NEDLAC
9. Capacity of the NEDLAC Secretariat
10. Capacity of the NEDLAC constituencies
11. Concerns about trust deficit
12. Communication and outreach on the work done by NEDLAC

It is important to note
that for the purposes of 
this exercise, variables 
refer to a set of 
hypotheses, or intuitions, 
about the way certain 
phenomena might unfold 
in the near future. 

Therefore, these 
‘hunches’ about the 
future of NEDLAC are by 
no means predictions



Wind tunnelling into Indlulamithi SA Scenarios 
The Key Question: What would a socially cohesive South Africa look like, and can 

we achieve it by 2030? 



Global Trends
The NEDLAC "fit for purpose” exercise has 
to be sufficiently sensitive to the external 
environment outside of the control of the 
Council. 

Features of this environment include the 
arrival of the Fourth Industrial 
Revolution (4IR), shocks resulting from 
global crises such as climate change, and 
now the COVID-19 pandemic.  

These global trends have to be 
considered in the process of writing the 
storylines for the future of NEDLAC. 



The Storylines “Straw persons”

1. The Tea Party NEDLAC is drawn from Alice in Wonderland, which is characterised by the 
same characters occupying different positions, making short personal remarks, asking 
unanswerable riddles and reciting nonsensical poetry.

2. The Red Bull™ NEDLAC is indicative of a more desirable NEDLAC, which as many would 
know from imbibing this drink or absorbing its adverts that it is meant to ‘give wings’, 
stimulating lots of energy. 



The Tea Party

In summary: 

Where the bonhomie of 
comrades who have represented 
their constituencies for decades 
continues in a merry game of 
musical chairs, and well-trodden 
utterances and implacable 
positions. 



The Tea Party
I. Models

• Some may see it as a club for those who are 
politically within the Tripartite Alliance of the ANC, 
where trade unions can achieve what they cannot in 
sectoral bargaining processes.

• The Tea Party NEDLAC will be very directly 
impacted by the Gwara Gwara and Isibhujwa 
Scenarios , especially the level of deepening political 
dissonance in the country, the decline of service 
delivery, lack of legitimacy of the State, corruption, 
as well as racial polarisation and identity politics that 
mask class polarisation.



The Tea Party
II. Representativity
• The ill-feeling amongst social partners towards each other is a normal feature of any social dialogue forum. 
• Selfish intentions: the different sectors of society are disorganised and captured by certain elites. 
• A weak constituency and lack of leadership that is unable to rebuild and provide the necessary capacity and direction to assist 
NEDLAC to be fit for purpose. 
• NGO-isation of community constituency. The sector representatives are not on the pulse of understanding what the civil society 
terrain looks like, nor can represent it constructively. 
• Representativity declines:  The constituencies fail to improve and strengthen the breadth of their representation, especially small 
business, community and new labour federations. 
• Communications within constituencies remains weak. 
• Government: Weakens NEDLAC by failing to send representatives at the appropriate levels in government decision-making to enable 
them to make meaningful contribution sit because of their sound knowledge of government processes and policies. 
• NEDLAC has become more and more aloof from its constituencies who then use other forums to discuss public policy issues. This 
leads to forum-shopping, where constituencies look at the best place in which to raise their issues.
• State capture continues, with corruption and hollowing out of the state continuing to weaken state capacity to deliver on its 
commitments to social pacts.
• The majoritarian approach deepens instead of consensus and evidence-based decision-making resulting in NEDLAC operating like a 
bargaining council.
• NEDLAC becomes irrelevant because it does not meaningfully consult broader civil society groups. The process and depth of 
consultation become superficial.



The Tea Party
III. Features of NEDLAC and its Secretariat

• Dysfunctional, and inept institution: The result is heightened antagonism, frustration, anger, and 
undermining of the social fabric and ultimately of the social contract as people in society can see what is 
happening to the institutions that are there to serve society. 
• Capacity of NEDLAC's Secretariat declines to the point where its ability to convene is significantly 
diminished. 
• Seen as a deadlock and stalemate institution to be avoided if serious issues need to be considered.
• NEDLAC focuses on immediate issues and does not adequately address the unfolding changes in the 
structure of society. Unable and incapable of addressing core issues of economic development and labour, 
which is in its name.
• It is seen as an elite organisation that is not accessible to just any person on the ground. 
• Staff members are not empowered to improve their capacity in facilitating chamber discussions and other 
social compacting interventions in NEDLAC.
• Lack of professionalism and integrity of the NEDLAC secretariat as an independent institution, it is no 
longer respected by the parties involved.



The Tea Party
IV. Location

• Gets located under the Minister in the Presidency. Ministers delegate attendance at
their meetings to DGs who then pass it down to departmental representatives. So
NEDLAC ends up having very little political clout.

• Similarly, labour and business also delegate down to junior representatives, further
adding to the reduced clout of the NEDLAC.

• There is an ascendence of a new ruling coalition that undermines social compacting
processes and institutions.

• NEDLAC does not carry any weight with the legislators in parliament and the influence
of NEDLAC decisions on policy making in relation to the executive becomes diminished.

• The capacity and research capabilities of constituencies remains weak and uneven.



The Red Bull™ NEDLAC 

In summary: 

An invigorated, well capacitated NEDLAC 
Secretariat staffed by senior leadership, with 
weighty and broad-based constituency 
representatives, structured to reflect labour 
market realities of the 2020s, enjoying widespread 
legitimacy across society.



I. Models

• Red Bull NEDLAC is a hybrid of German, Swedish and Singapore
models. The emphasis should be on co-determination (Germany),
long-term planning (Swedish), and implementation (Singapore).

• Decisive and solution driven institution: an entity that is able to
reach concrete tangible meaningful resolutions on difficult issues that
society is stuck on, and a NEDLAC that helps to promote and foster a
cohesive society.

• The NEDLAC Act and founding documents are updated
speedily, so that they accommodate contemporary structural socio-
economic and political changes.

The Red Bull™ NEDLAC 



II. Representativity 
• Inclusive representation: NEDLAC consolidates and deepens its legitimacy.  Sectors represented at NEDLAC do not just 
represent narrow organisational interests.
• Mandate: Sector representatives enter the dialogues with a clear mandate to represent the sector, but those 
mandates are not necessarily fixed, unwavering positions. 
• Civil society: Civil society continues to be included (which is a uniquely South African approach) allowing those actors 
who fall outside organised business and organised labour to exercise their voice. NEDLAC devises ways to provide for the 
participation of new social movements and elements of civil society not represented in the community constituency.
• Labour constituency is reconfigured to be inclusive of the entire trade union movement. This is addressed urgently 
with specific consideration of accreditation of SAFTU and Solidarity, in particular.
• Business: While it takes a maximalist position, it ensures that the interests of all business, especially the SMME 
sector, is effectively represented. 
• Consideration is given to how self-employed workers are represented and through cocreation, this leads to a firm 
decision on whether they fall under the business or labour constituency.
• Centre of government and sub-national involvement: Within government, NEDLAC is co-ordinated and led from the 
Presidency; and priority is given to finding a modality that allows for the representation of the three tiers of government, 
particularly local government, in NEDLAC processes.  

The Red Bull™ NEDLAC 



III. Principles of successful compacting
• Shifting mindsets and requisite attention to strategic issues: representatives to the NEDLAC processes are imbued with 
the spirit of dialogue, of compromise, of finding each other, of building a better society, of ensuring that as they represent 
the needs of their constituency the prioritise the need to find solutions in the interests of the country as a whole.

• Capacitate all of the different chambers within NEDLAC: The Red Bull NEDLAC is characterised by the better endowed 
elements recognising the need especially for labour and civil society to be strengthened in terms of number of personnel, 
expertise and other elements such as ability to analyse data etc. A fund for capacitating social dialogue partners is created
through contributions from government and business. 

• A committee of Principals: When all other measures to arrive at consensus have failed, then this should serve as the 
deadlock breaking mechanism. Representation at this committee cannot be delegated downwards: it can be attended only 
by the recognised leaders of the different constituencies. Consideration should be given to giving quasi-legal effect to the 
individuals on this committee by having a Cabinet resolution appointing them as such.

• Improving the quality of representatives: In the Red Bull NEDLAC the tension between seniority and expertise is 
resolved by ensuring that the representatives in the chamber have the necessary skills and commitment. 

The Red Bull™ NEDLAC 



IV. Features of NEDLAC and its Secretariat
• A trusted and neutral enabling body, that allows social partners to participate. 

• Credible and non-partisan organisation, an apex social dialogue institution where big socio-economic decisions are tabled, discussed and 
recommendations are taken seriously by Cabinet and Parliament. 

• NEDLAC staff is capacitated to fulfil their roles in: 

I. Mediation: A NEDLAC that can break deadlocks that exist in sectors
II. Social compacting strategic dialogues. 
III. Necessary research capacity for public policy processes.

• NEDLAC constituencies fully appreciate and integrate the structural changes in the global political economy when deliberating on varied policy 
issues. 

• NEDLAC institutionalises a process that has seconding of research capacity to some of the chambers – to inform decisions on economic policy 
and planning, over a longer-term period rather than a project-to-project period. 

• Effective communication with South African public so that society is informed of NEDLAC’s deliberations.

• Producing an Annual Report on the State of Social Dialogue: A report that will include an enhanced version of the Social Cohesion Barometer  
produced by the Indlulamithi SA Scenarios.

The Red Bull™ NEDLAC 



V. Location

• The Red Bull NEDLAC is located under a Social Dialogue Inter-Ministerial 
Committee (SD IMC), chaired by the President, and with NEDLAC serving as its 
Secretariat. This will make the connection between the executive and 
constituencies, and therefore the legislature, more efficient. 

• A White Paper on Social Compacting and Social Dialogues is produced to 
affirm NEDLAC’s position as the leading consultative policy-making institution in 
the country. The White Paper will clarify relations between the outcomes at 
NEDLAC, the National Planning Commission (NPC) and the legislative process, 
whilst preserving independence of both NEDLAC and Parliament.

• NEDLAC follows the strategic planning cycles of government, including the 
five-year cycles of planning. For example, it contributes to the review of the 
National Development Plan and develops the social dialogue input into the five-
year Medium Term Strategic Framework.

The Red Bull™ NEDLAC 



Next Steps 

1. The NEDLAC carries out a public process which especially involves the various 
individuals/organisations interviewed for this exercise: This could take the form of a single 
workshop where the findings are presented and could possibly include a range of individuals and 
organisations who have a keen interest in NEDLAC, or worked for it,  as well as the executive, the legislature 
and relevant institutions in the labour market regime such as the Labour Court and the CCMA. 

2. The Secretariat must also develop a “Making NEDLAC Fit for Purpose” action plan, 
based on the decisions taken by the Governance Task Team upon processing of this 
report: Given that some of the changes will be realised in the long-term, it is important to consider the 
various milestones in that journey, such as changes required in government policy, possible adjustments to 
legislation impacting on NEDLAC and so on.



Thank You…
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