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111...   EEEXXXEEECCCUUUTTTIIIVVVEEE   SSSUUUMMMMMMAAARRRYYY   

 

11..11..  IINNTTRROODDUUCCTTIIOONN  

 

Working off the platform laid by the 1996 White Paper on the Development and 

Promotion of Tourism in South Africa, the 1998 Presidential Job Summit agreed on a 

business/government partnership to aggressively market South Africa as a 

prominent tourist destination. The identification of tourism as a driver to combat 

unemployment and create growth was the basis for the partnership between the 

Business Trust (BT) and South African Tourism (SAT). This report examines this 

partnership, and in particular, the development and implementation of the 

international marketing strategy. 

The BT/SAT partnership was conceived at a time when SA was not faring 

particularly well against key tourism competitors, largely due to the lack of a 

data-driven marketing strategy and targeted spend, a national tourism 

organisation that was bureaucratic and somewhat inefficient, and an 

insufficient budget.  

In the intervening years, and in large part due to the success of the partnership, 

tourism has become an important contributor to South Africa achieving its national 

goals. While the adjusted Business Trust targets will probably not all be met by the 

end of 2004, arrivals to South Africa have seen good growth as compared to some 

competitor destinations that are losing volume. Moreover, it is estimated that 

between1999-2003, 68 380 new jobs were created; and in 2003/04, tourism 

contributed R72.3bn to GDP.1  

Additionally, the PPP had a positive impact on the SAT organisation. The private 

sector representatives on the Board contributed business acumen, tourism industry 

                                            
1
 Monitor Group; Global Competitiveness Study; Preliminary Executive Summary; May 2004 
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knowledge and experience, an understanding of risk and the markets, and business 

processes. This introduced a critical understanding into the organisation that SA‟s 

tourism effort should no longer be “product based” but “market focussed”.  Strategic 

efforts in subsequent years were built on this key strategic insight.  

Moreover, the political will demonstrated by an activist Minister was catalytic in the 

change from a rather moribund, bureaucratic organisation to a slimmed down, more 

focused and efficient entity. A multiplicity of actors contributed, and continues to 

contribute, to the change process – each laying the foundation for further evolution. 

 

11..22..  OOVVEERRVVIIEEWW  OOFF  TTHHEE  SSTTRRAATTEEGGYY  AANNDD  IITTSS  DDEEVVEELLOOPPMMEENNTT  

The Tourism Growth Strategy (TGS) played a transformative role in SAT: it inserted 

a strategic discipline into the organisation; decisions were no longer anecdotally 

based, but rested on high quality data and insightful interpretation thereof. The TGS 

solidified the move from a product-focused to market-focused organisation. The 

process of developing the strategy was guided by the principles agreed upfront; viz: 

it was focused, data-driven, reasonably consultative, transparent, and built capacity.  

The research phases were prioritized according to markets and segments with the 

highest potential yield and greatest propensity to respond to activation strategies. 

The TGS identifies core, tactical, and “watch list” markets; this distinction is informed 

by those markets chosen to defend and those to grow (including investment 

markets). This „portfolio approach‟ imposes a healthy strategic discipline on the 

organisation, as it encourages portfolio managers to continuously assess tourism 

flows, potential new markets, entrants, and competitors.  

Coupled with this was a customer-focused methodology (action segmentation) used 

to determine which segments within each market are valuable; which to retain; which 

to give priority to; and which to divest from. The research also interrogated the travel 

industry value chain in each market. These insights all found expression in the 

market and segment specific activation plans. This rigorous process allows SAT to 

allocate limited marketing resources more effectively. 
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11..33..  MMAAJJOORR  SSUUCCCCEESSSSEESS    

Importantly, the TGS has helped transform SAT from a parastatal steeped in 

bureaucracy to a marketing organisation with a greater ethos of professionalism. It 

provided immeasurable value to the organisation by supplying the methodology 

within which to structure the strategic decision making process and the research 

needed to guide all subsequent marketing choices: 

 The strategy anchored the organisation around rigorous, fact-based and 

analytically sound insights 

 The organisation became focused and directed 

 The organisation was appropriately managed with the right types of skills 

sought 

 The strategy started to drive change in the organisation (in its design and 

operations) 

 The industry developed a more favourable perception of SAT 

 The organisations resources were appropriately prioritised  

 The organisation had access to a remarkable degree of market intelligence: 

for example, SAT has one of the best, if not the best, global data base on 

African tourists 

 

11..44..  AARREEAASS  OOFF  CCOONNCCEERRNN  WWIITTHH  TTHHEE  TTGGSS  AANNDD  RREECCOOMMMMEENNDDAATTIIOONNSS  

As noted above, the TGS was much more than a strategy. Its impact has been wide-

ranging, which is even more impressive given that it was developed whilst the 

organisation itself was being reconfigured. What has been achieved, under the 

circumstances of frequently changing management, lack of information systems and 

ongoing restructuring is remarkable. The report does, however, identify areas of 

concern with the TGS and makes a number of recommendations in this regard. 
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 The TGS lacks a clear, built-in internal measurement framework. Absent clear 

measurables and impact evaluations, it is difficult (if not impossible) to assess 

whether or not the strategy is delivering on what it was intended to deliver.  

o In large part, this is due to data gaps. SAT only began to measure 

tourist arrivals, and yield by segment in 2003.  

o Moreover, in order to evaluate the success (or lack thereof) of the TGS, 

one cannot rely simply on arrival or yield numbers alone as an accurate 

indicator. In order to draw any fact-based correlations between arrivals 

and yield figures, and the TGS, a range of interim measurables need to 

be put in place. These would monitor performance on a regular basis 

(the key success factors for the core activities of the organisation would 

be identified and measured) and ultimately measure impact against 

SAT‟s 6 key deliverables. Interim-level marketing indicators need to be 

defined and campaign/market successes need to be systematically 

measured against pre-defined objectives. Individual performance 

management systems should similarly align to these success 

measures.  

 The timeframe within which the targets agreed to by the Business Trust and 

SAT were to be achieved moved from three to five years, and will be 

assessed at the end of 2004. Whilst SA tourism has shown many successes – 

for example, overseas arrivals to SA have shown good growth vis-à-vis our 

competitors (between 2001-2003, the tourism arrivals CAGR is 6%), initial 

indications point to certain of the targets being missed.  

 Despite the numerous consultative sessions held, many in the industry and 

provincial government believe that they were insufficiently consulted in terms 

of giving input into the development of the strategy. The feeling is that the 

TGS was presented as a fait accompli. The unfortunate perception this has 

bred is that SAT is dismissive of the industry. SAT‟s relationship (current and 

desired) with major suppliers and distributors is key to the question of how to 

compete. Management focus is required on perception and relationship 

management. SAT can demonstrate their key role as industry champion by 
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providing the trade with relevant, actionable information and competitor 

insights. 

 The organisation may want to consider soliciting more systematic input from 

the trade on the actionability of different segments identified (i.e. will 

marketing have an effect on activating the segment?) and optimal channel 

and marketing mix. 

 There‟s no clear understanding of the differential costs to serve different 

segments. A better understanding of the economics to serve is needed to 

inform spend allocation and better understand segment acquisition costs. 

 There has been insufficient product and service alignment behind the TGS. 

Whilst this is largely due to a conscious decision taken by SAT to first focus 

on where to play, and thereafter on what to play with, the alignment of product 

and services behind the TGS should have begun a lot earlier than late 2003 – 

2004. This may have surfaced some of the capacity and product issues earlier 

on – providing a longer time frame within which to address them. However, 

the Global Competitiveness Study (commissioned by DTI, DEAT and SAT) 

that is currently underway will go a long way in addressing this misalignment.  

 Until May 2004, SAT lacked a single minded, compelling brand proposition. 

Now that a new brand architecture is in place, SAT needs to drive alignment 

with the brand through all destination collateral. 

 Whilst the portfolio approach may be optimal, it requires a range of 

organisational skills-sets to be implemented effectively. These include: 

operational systems that allow speedy shifts of focus between segments / 

countries and up to date market intelligence; efficient communication channels 

with quick, responsive marketing partners who are able to implement the 

changes; an understanding of core and „watch list‟ markets; and an ability to 

analyse data, draw out “so what‟s”, and creatively apply them in-market. This 

imposes a large capacity building imperative on the organization, and 

demands SAT is sufficiently fleet-footed to take advantage of tactical 

opportunities. 
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11..55..  OORRGGAANNIISSAATTIIOONNAALL  IINNSSIIGGHHTTSS  

As noted above, SAT was historically perceived as lacking the requisite leadership, 

marketing and business competencies, professional culture, accountabilities and 

internal controls and systems. The last five years have witnessed a turnaround: the 

organisational structure that has been developed supports the implementation of the 

TGS; best practice human resources systems and processes have largely been 

bedded down, including delegation of authority and recruitment, retention and 

promotion policies and procedures; and more adequate corporate governance 

mechanisms and internal controls have been put into place.    

This reframing of the organisation into a marketing-focused organisation has, in large 

part, been driven by the appointment of strategic and action-focused leadership; and 

a visionary Minister (in the form of Valli Moosa) as well as the contribution of private 

sector representatives. 

The report does, however, identify a number of outstanding organisational concerns. 

These include: 

 A disproportionably large head office (versus country offices) and 

administration personnel;  

 The need to align the organisation‟s strategic goals and capabilities more 

closely; 

 A more robust performance management system that establishes a tight 

correlation between organisational objectives, performance measures, and 

employees line of sight; and 

 The need for a more explicit succession planning and talent retention 

programme. 

 

11..66..  CCOONNCCLLUUSSIIOONNSS  

The TGS is a living document. The data-driven, analytical rigour with which it was 

developed is being internalized as organizational practice. The strategy‟s success in 

the implementation phase seems to have been uneven. However, absent any robust 
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measurement framework, the actual success or lack thereof of various campaigns 

has been difficult, if not impossible, to assess.  

This needs to be seen within the context of SAT undergoing almost continual change 

for the last 5 years, with numerous changes in top management (CEO‟s and 

Marketing Directors) and the attendant philosophies and different foci they bring. 

Implementing change is a long process, encompassing organisational strategy, 

structure, systems, staff, skills and culture. Strategy is a necessary first, but by no 

means sufficient step to meeting national tourism objectives: amongst other things, 

this will also require creatively and flexibly applying strategic insights in-market. 

Strong partnerships with all levels of government and industry are similarly critical to 

success.  As the report demonstrates, the PPP between BT and SAT has shown 

remarkable successes: the challenge going forward will be to replicate and build on 

those successes. 

 

 

222...   IIINNNTTTRRROOODDDUUUCCCTTTIIIOOONNN   AAANNNDDD   SSSCCCOOOPPPEEE   OOOFFF   WWWOOORRRKKK   

 

The Resolve Group was appointed by the Business Trust to conduct an external, 

independent evaluation of the International Marketing Campaign carried out by 

South African Tourism (SAT) with the purpose of assessing and documenting: 

 

 The work of SAT from the inception of the international marketing project; and 

 The value of the public-private partnership behind this campaign. 

 

The scope of the project included: 

 

 The closure advisory 

 How the partnership was formed and, its role and the lessons thereof 

 The history behind the involvement of the Business Trust and the value 

thereof 

 The development process of the marketing strategy 

 The role of management and the Board of SAT and its impact 
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 Comment on the strategy adopted from the beginning and its evolution 

 Comment on the structure of SAT and its usefulness to fulfill its purpose 

 Comment on the funding and the possible ways of sustaining the work of SAT 

 A case study on this partnership as an example of the public-private 

partnership from 1999-2003 

 

In addition to the above scope, after substantial discussions and scoping exercises 

with both SAT and the Business Trust, Resolve was requested to assess the 

feasibility of developing a measurement framework to measure return on marketing 

investment, and should the assessment prove the development to be possible, to 

scope a measurement framework which would be able to measure the return on 

investment of marketing spend. 

It should be noted that the public / private partnership (PPP) case study is contained 

in a separate document.  The PPP case study examines the context, establishment 

and structure of the PPP with particular focus on the outputs and objectives and the 

critical roles played by the stakeholders to the partnership.  In particular, the PPP 

examines the key successes of the partnership and identifies issues of risk and 

lessons that may be learnt from this particular public / private partnership.  In 

essence, the case study concludes that the PPP between the Business Trust and 

SAT was a highly successful one which ultimately achieved its desired objective of 

both improving the capacity, professionalism and sustainability of SAT, whilst at the 

same time delivering an international marketing strategy which is world class. 

 

333...   MMMEEETTTHHHOOODDDOOOLLLOOOGGGYYY   

 

In order to complete the work required in the scope, the Resolve Group utilised the 

following methodology: 

 

 Scope the project with the Business Trust and SAT 

 Desk-top audit of substantial documentation obtained from the Business Trust 

and SAT; 

 Interviews conducted with industry, DEAT, provincial and local government 

representatives (53 people were interviewed) 
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 External research 

 Substantial interactions with the leaders of SAT and the Business Trust 

 Numerous iterations of a measurement framework with the management of 

SAT and the Business Trust 

 Preparation of draft report and case study 

 

 

444...   BBBAAACCCKKKGGGRRROOOUUUNNNDDD   TTTOOO   TTTHHHEEE   DDDEEEVVVEEELLLOOOPPPMMMEEENNNTTT   OOOFFF   TTTHHHEEE   

SSSTTTRRRAAATTTEEEGGGYYY   

  

44..11..  CCOONNTTEEXXTTUUAALL  BBAACCKKGGRROOUUNNDD  ––  UUNNEEMMPPLLOOYYMMEENNTT  IINN  SSOOUUTTHH  

AAFFRRIICCAA  

 

After the 1994 elections, South Africa entered into a phase of substantial change. 

The Government of National Unity was established, which had, as one of its primary 

objectives, the redressing of past inequities and current inequalities in the population 

of South Africa. This first period of democracy allowed the new Government and 

business to begin to identify the critical challenges that faced the country as a whole, 

and to identify areas of focus required to improve the lives of South African citizens. 

Extremely high unemployment figures ensured that job creation was, and remains, a 

key challenge facing the country. In 1996, of a population of 13.8 million 

economically active people, only 9.1 million people were actually employed. Of 

these, 26% were operating in elementary (as defined by Statistics South Africa) 

occupations; the principle sectors being community, social and personal services, 

private household employment, manufacturing and wholesale and retail trade. The 

tables and graphs below highlight some of the employment indicators in 1996.  

 

Economically active population by province amongst those aged 15 - 65 years 

  
Eastern 

Cape 
Free 

State 
Gauteng 

Kwazulu- 

Natal 
Mpuma- 

langa 
Northern 

Cape 
Northern 

Province 
North 

West 
Western 

Cape 
South 

Africa 

Employed 786,818 701,175 2,564,243 1,570,573 605,925 215,523 570,129 725,287 1,374,174 9,113,847 

Unemployed 742,427 299,948 1,007,766 1,008,944 297,290 86,060 486,554 443,546 299,114 4,671,647 

Total 1,529,244 1,001,122 3,572,009 2,579,517 903,215 301,583 1,056,683 1,168,833 1,673,288 13,785,493 
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Percentage of the employed aged 15 - 65 years in each occupational category – 

October 1996 

 

•  

Economic sector amongst the employed aged 15 - 65 years by province*  

  
Eastern 

Cape 
Free 

State 
Gauteng 

Kwazulu- 

Natal 
Mpuma- 

langa 
Northern 

Cape 
Northern 

Province 
North 

West 
Western 

Cape 
South 

Africa 

Agriculture, hunting, 

forestry and fishing 
70,470 102,335 36,094 118,071 102,863 48,646 83,019 81,707 171,144 814,350 

Mining and quarrying 7,154 123,191 168,065 15,860 55,703 18,556 27,625 121,556 3,836 541,546 

Manufacturing 97,035 43,774 327,588 265,701 59,158 8,812 27,912 55,119 234,875 1,119,973 

Electricity, gas and water 

supply 
5,598 7,363 36,522 14,103 17,800 2,397 6,954 7,532 11,064 109,334 

Construction 43,635 32,122 158,359 85,021 41,540 10,402 42,790 38,885 102,375 555,129 

Wholesale and retail trade 83,818 62,953 351,762 169,861 70,836 23,099 58,582 86,418 190,723 1,098,051 

Transport, storage and 

communication 
32,851 32,011 170,093 86,900 27,100 9,963 25,409 31,167 68,159 483,652 

Financial, insurance, real 

estate and business 

services 
35,181 26,045 318,708 98,602 21,102 7,733 20,851 25,199 126,734 680,156 

Community, social and 

personal services 
183,188 108,512 421,125 255,539 80,423 39,724 127,189 122,951 242,032 1,580,684 

Private households 102,863 104,342 308,037 173,558 69,568 26,887 77,355 93,890 96,602 1,053,103 

Unspecified 125,025 58,526 267,889 287,357 59,830 19,305 72,443 60,862 126,631 1,077,868 

Total 786,818 701,175 2,564,243 1,570,573 605,925 215,523 570,129 725,287 1,374,174 9,113,847 
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The table above suggests that the principle sectors of employment in 1998 were 

manufacturing, wholesale and retail trade, private households, and the largest, 

community, social and personal services. 

 

Percentage of the employed aged 15 - 65 years by economic sector –

 

 

The Statistics SA 1997 Report, Unemployment and Employment in South Africa 

stated: 

 

 Unemployment in South Africa has increased since 1995. The official 

unemployment rate was 20,0% in 1994, falling to 16,9% in 1995 and then 

rising to 21,0% in 1996 and to 22,9% in 1997. (The expanded unemployment 

rate was 31,5% in 1994, decreasing to 29,2% in 1995 and then rising to 

35,6% in 1996 and to 37,6% in 1997.) 

 In 1997, official unemployment rates were highest for African people (29%), 

followed by coloured (16%), Indian (10%) and then white (4%) people (see 

right-most bars in Figure A). 

 Official unemployment rates were lower for men than for women overall (19% 

versus 28%), and within each population group (See Figure A). For example, 

among coloureds 14% of men versus 19% of women were unemployed. 

 Using the official definition, 10% of the economically active in the oldest age 

group (46 to 65 years), and 19% of those in the middle group (31 to 45 years) 

were unemployed, compared to 35% of those in the youngest age group (15 

to 30 years). 
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 Twenty-seven percent of all economically active people in non-urban areas 

were unemployed in 1997, using the official definition, compared to 22% of 

those in urban areas. 

 The majority of those who were unemployed in 1997 had been unable to find 

a job for at least a year. 

Official unemployment rates by population group and gender: October 1997 

 

44..22..  KKEEYY  DDRRIIVVEERRSS  FFOORR  IIMMPPRROOVVIINNGG  EEMMPPLLOOYYMMEENNTT  LLEEVVEELLSS    

 

It was in this context that two key events occurred. The first was the publication of 

the White Paper on the Development and Promotion of Tourism in South Africa, in 

May 1996. The White Paper stated that as tourism represented $4.3 trillion in world 

gross output and employed 212 million people world wide, it represented a 

significant opportunity for South Africa as a mechanism which could be utilised to 

address high unemployment and stimulate growth in the economy. The White Paper 

stated that the World Travel and Tourism Council: 

 

“estimates that travel and tourism is now the world‟s largest generator of jobs. 

In 1995, the industry provided direct and indirect employment for 212 million 

people, accounted for 10.7% of the global work force and provided one in 
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every nine jobs. Between 1995 and the year 2000 travel and tourism will add 

one new job every 2.5 seconds and create 125 million new direct and indirect 

jobs. Tourism already creates 480,000 jobs in South Africa. The potential for 

South Africa to create 2 million jobs by the year 2000 is very real.” 

 

Furthermore, the White Paper suggested that the tourism industry has the lowest 

ratio of investment to job creation, that it draws on a variety of skills, that it 

encourages entrepreneurship, furthers development in rural areas, allows for the 

least impact on the environment, builds cross-cultural relations and finally, the value 

added in final stages of production is created in South Africa. In addition to this, the 

White Paper indicates that tourism has the following advantages: 

 

 Tourism is an excellent foreign exchange generator; 

 It brings a ready market; 

 It has the potential to influence visitor tastes and create export markets; 

 Tourism demand is continuous; 

 It has a multiplier effect (the impact of tourism is greater than the initial 

expenditure by visitors); 

 Tourism has enormous potential for linkages with other sectors of the 

economy; 

 South Africa is already a leader in eco-tourism; and 

 The tourism industry represents a vastly under-utilised opportunity. 

 

In light of the above, the White Paper established the following objectives: 
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Economic 
Objectives 

Social Objectives Environmental 
Objectives 

o To generate 
economic growth 
and foreign 
exchange, by 
aggressively 
developing and 
promoting 
tourism; 

o To establish 
tourism as a 
national priority; 

o To create 
sustainable 
employment 
opportunities and 
contribute to the 
well-being of the 
people of South 
Africa; 

o To optimise 
opportunities for 
SMMEs, 
specifically 
emerging 
entrepreneurs; 

o To use tourism to 
aid the 
development of 
rural 
communities;  

o To promote 
domestic tourism 
amongst all South 
Africans; 

o To encourage 
tourism growth 
and cooperation 
in South Africa; 

o To facilitate 
balanced tourism 
development in 
South Africa; 

o To create a 
conducive 
tourism 
investment 

o To develop tourism with 
dignity – encouraging 
mutual respect for all 
cultures and eliminate all 
forms of discrimination on 
the basis of language, 
religion, culture, race, sex, 
age, wealth, ability or other. 

o To provide appropriate 
tourism education, training, 
awareness and capacity 
building programmes, 
especially aimed at 
previously neglected 
groups 

o To encourage participation 
by all South Africans in 
tourism planning and policy 
formulation 

o To promote pride in the 
cultural resources of the 
country 

o To use tourism as a catalyst 
for human development, 
focusong on gender 
equality, career 
development and the 
implementation of national 
labour standards; 

o To promote through tourism 
nation-building and peace 
amongst the people of 
South Africa as well as 
internationally, and promote 
greater respect for human 
life 

o To encourage the active 
participation of all South 
Africans in tourism 
development, particularly at 
local level 

o To empower community 
structures through, for 
example, involvement in the 
marketing of cultural 
experiences and practices 

o To make the 
tourism industry 
in South Africa a 
leader in 
responsible 
environmental 
practices; 

o To require 
integrated 
environmental 
management 
principles for all 
tourism projects 
and all major 
economic 
development 
projects; 

o To encourage 
the conservation 
and sustainable 
usage of tourism 
resources; and 

o To contribute to 
the development 
of a coordinated 
country-wide 
environmental 
strategy. 

 



 17 

Economic 
Objectives 

Social Objectives Environmental 
Objectives 

climate; 
o To encourage 

linkages between 
tourism and other 
industries in order 
to curb leakages 
and stimulate the 
multiplier effect; 
and 

o To lengthen the 
tourism season in 
order to minimise 
the negative 
effects of 
seasonality on 
the industry. 

to tourists; 
o To ensure that all South 

Africans have equitable 
access to travel 
opportunities and tourism 
attractions 

o To encourage community 
participation in the 
planning, development, 
management and 
implementation of tourism 
projects; and 

o To monitor and minimise 
potential adverse social 
impacts of tourism. 

 

Finally, the White Paper established the following targets for tourism in South Africa: 

 Increase contribution of tourism to the GDP to 8% by 2000 and by 10% by 

2005; 

 To sustain a 15% increase in visitor arrivals over the next ten years; 

 To create 1 million additional jobs in tourism by 2005; 

 To increase foreign exchange earnings of tourism, from approximately R10 

billion in 1996 to R40 billion per annum in 2005; 

 To welcome 2 million overseas visitors and 4 million visitors from the rest of 

Africa by 2000; 

 To develop a tourism action plan to implement the strategies, objectives and 

targets of the tourism policy during 1996; 

 To identify and execute at least 5 national priority tourism projects by 1998, 

endorsed by President Mandela; and 

 To establish tourism as a subject in the school curriculum by 1998. 

 

The second key event that occurred was the presidential Job Summit which 

was held on 30 October 1998. The outcome of the Job Summit was a declaration 

that highlighted the following two key areas in relation to tourism: 

“F. Tourism 
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1. In recognition of the great potential of the South African tourism industry 

for sustainable job creation over a relatively short period of time, business 

and government have agreed to: 

 A partnership to aggressively market South Africa as a prominent 

tourist destination. A public-private marketing fund will be 

established and a joint business/government marketing 

committee will preside over the initiative. It will have a budget of 

R180-million, with contributions by government and the private 

sector. (our emphasis) 

2. A Tourism Enterprise Programme - To promote the entry of SMMEs into 

the tourism sector: 

 Twenty to 40 towns throughout the country will be identified as pilot 

development areas. These would be towns with demonstrable 

tourism demand and underdeveloped potential;  

 A core of tourism pathfinders will mobilise the selected communities 

and local entrepeneurs to identify tourism opportunities;  

 A dedicated tourism financing mechanism will fund new ventures; 

and  

 A tourism capacity building programme will be established, where 

local business will „mentor‟ emerging entrepeneurs.  

Khula has committed wholesale finance to the programme, and a retail 

finance facility will be established to support emerging entrepeneurs.” 

 

44..33..  SSTTEEPPSS  TTOOWWAARRDDSS  AADDDDRREESSSSIINNGG  TTHHEE  PPRROOBBLLEEMM  

 

Leading up to the Job Summit, both Business and Government had established task 

teams that began initial discussions towards the establishment of a partnership 

towards creating employment in South Africa. 

  

There had also been substantial discussion amongst business leaders regarding the 

need to construct a relationship between business and government. Part of this 

discussion was around the level of commitment South African business had to the 

country, a situation which was further highlighted during the Truth and Reconciliation 



 19 

Commission process. Challenges which had been concealed during the apartheid 

years were coming to the fore, such as socio-economic difficulties, high 

unemployment, a lack of housing and others.  

 

The business community debate focussed around how to get to grips with these 

challenges. The debate led to a group of individuals beginning to take a more 

substantial role in these discussions. This group, the Business Task team, was fairly 

fluid over time, and consisted primarily of people such as Michael Spicer, Leslie 

Boyd, Rick Menell, Cyril Ramaphosa, Saki Macazoma and Doug Band. The task 

team was supported by the National Business Initiative, the South Africa Foundation 

and subsequently the Black Business Council. Theuns Eloff and Brian Whittaker 

provided the bulk of the logistical and strategic support. While there was no clear 

chairmanship of the Task Team, the NBI began to convene the meetings of the team 

and draw up resultant concept papers. The Task Team also felt it imperative to 

establish an immediate link with government, and so initiated discussions with the 

Office of the Deputy President, Thabo Mbeki, who constituted a government task 

team. 

 

In April 1998, the Business Task Team, based on the recommendation of Doug 

Band, through a relationship with Ron Stringfellow, undertook its own assessment on 

the prospects of supporting a tourism industry led job creation programme. During 

this time, numerous sources of data were reviewed which included: 

 The Green Paper of Tourism – Department of Environmental Affairs and 

Tourism (DEAT) 

 The White Paper on the Development and Promotion of Tourism in South 

Africa -  DEAT 

 Tourism in Gear – DEAT 

 Benchmarking South Africa for Labour Intensive Development – SRI 

International 

 Tourism Means Jobs – Lyndon Harrison, Labour MP, European Parliament 

 Tourism Talk Southern Africa – Kessel Feinstein Consulting 

 Tourism Business Council of South Africa – Mission Objectives Achievements 

 Travel and Tourism, the world‟s largest employer – Special report from the 

World Travel and Tourism Council 
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As a result of this review, the Business Task Team‟s preliminary findings were as 

follows: 

 There was capacity in the tourism industry to create jobs in the formal sector 

with spin-off job creation in the informal sector although the impact of this was 

difficult to gauge. 

 Funding mechanics had been proposed including public private funding 

initiatives; funding from tourism levies; donor funds and funds derived from 

the commercial activities of government agencies. A Tourism Growth Fund 

was prepared which would pool the available funds and ensure equitable 

allocation. 

 Positive relationships have been created between government and the private 

sector, (despite some differences of opinion around policy considerations.) 

 

It was this Business Task Team that led to the establishment of the Business Trust, 

which according to the Business Trust‟s prospectus, was established for the 

following reasons: 

 “The idea of an extraordinary business effort to address selected aspects of 

South Africa's socio-economic challenges in a targeted way arose out of a 

concern about rising unemployment and the need for human capital 

development.  

 The need for a constructive dialogue between government and business has 

increased as global pressures intensify and poverty deepens for many South 

Africans. At the same time, there is a need to improve perceptions of the 

social involvement of business and correct the impression that we are not 

committed to transformation.  

 The assessment of a wide range of business leaders was that an initiative is 

required in which support for practical programmes will go hand in hand with 

building confidence and trust between business and government.” 

 

A Government Task Team, convened by the Office of the Deputy President, met with 

the Business Task Team during the course of 1998, with the outcome of initiating a 

channel of communication between the two parties, and deepening an 

understanding of each other‟s imperatives. 
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The Business Task Team was responsible for organising the business initiative into 

a more formal concept. It was decided that business would organise and manage its 

effort in the form of a trust, to be called the Business Trust. In this regard, the Task 

Team developed and launched a prospectus for the Business Trust and its 

objectives on 15 September 1998. 

 

On 11 Feb 1999, a meeting was held with business representatives to invite them to 

become part of the Business Initiative on Job Creation and Human Community 

Development.  Business partners were invited to review the objectives and business 

plan of the Business Trust and pledge their financial commitment towards its 

operations. 

 

The Business Trust (consisting of 145 companies working in partnership with 

government) was finally established with the following structure and objectives: 

 

As 

can 

be 
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from 

the 

abov

e, 

Job 

Crea

tion 

in 

the 

form 

of 
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eting 
Figure 1: Business Trust Structure (Source: www.btrust.org.za) 
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is one of the key thrusts of the Business Trust. Three areas were identified as 

requirements for the development of tourism in South Africa, including Marketing, 

Training and Enterprise Development. It is the Marketing aspect that is the subject of 

this report. 

 

44..44..  IIMMPPEERRAATTIIVVEESS  FFOORR  TTHHEE  EESSTTAABBLLIISSHHMMEENNTT  OOFF  AA  TTOOUURRIISSMM  PPAARRTTNNEERRSSHHIIPP  

 

The identification of tourism as a driver to combat unemployment and create growth 

and within that framework to develop an international marketing strategy was the 

basis for the partnership between the Business Trust and South African Tourism 

(previously SATOUR) which is the subject of this evaluation. Prior to the 

development of any kind of comprehensive marketing strategy for South Africa, 

marketing had occurred on a very ad hoc basis. South African Tourism (in the form 

of SATOUR, and then SAT), the organization responsible for the marketing of South 

Africa, was largely decentralized, and the head office acted as an administrator 

rather than as a controlled strategic driver of marketing activities internationally.   

SATOUR (later to become S A Tourism) was constituted as a public entity or 

“parastatal” and was accountable through a Board to the Minister of Environmental 

Affairs and Tourism. 

 

The budget allocation made to SATOUR  was spent largely on operational costs 

rather than on any form of targeted marketing. The numerous role players acted 

independently, and marketing was primarily achieved through cooperative marketing 

agreements with outbound operators, brokered by a couple of inbound tour 

operators. These agreements lacked an overall focus. Moreover, SATOUR failed to 

measure the value of these Joint Marketing Agreements (JMAs) (total numbers of 

tourists being the primary indicator tracked). Local tour operators and product 

providers (Southern Sun and others), marketed their own products in isolation of 

each other. Accordingly, tourism marketing spend was insufficient, fragmented and 

not driven by any country-wide strategy.  

 

Successful marketing of South Africa would require alignment between various 

aspects, namely, creating awareness of the destination, allowing people to get to the 
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destination, and ensuring that the products offered by the destination met 

expectations (or vice versa – market according to available products). The 

relationship in early 1999 between SATOUR and organizations such as South 

African Airways, the Tourism Business Council of South Africa (TBCSA), the 

Southern African Tourism  Services Association (SATSA), and tourism operators 

was a fragile one, with a widely held view that SATOUR was ineffectual.  

 

In addition to the fragmentation created by operators acting independently, the 

provinces and cities also acted alone. Each province and city received its own 

budget allocation for tourism activities, and decisions were made at a provincial and 

local level as to how the budget would be spent. One unfortunate outcome of this 

was that provinces and cities landed up competing against each other, rather than 

against competitive destinations. In the late 1990s, consultation and cooperation was 

extremely limited between the major stakeholders in this sector. 

 

Post 1994, South African had benefited from the “democracy dividend.2” Tourism 

figures had increased. Industry opinion is, however, that the drop in these figures in 

the period 1997 – 1999 was the result of an inability to consolidate these gains, and 

further leverage off this platform that had been established. 

 

South Africa, as a long-haul destination, has numerous competitors, including 

Australia, , Thailand and Kenya. Broadly, South Africa was not faring particularly well 

against these competitors in terms of tourism, largely due to the lack of an integrated 

marketing strategy, a national tourism organisation that was dysfunctional, inefficient 

and a tourism budget that was insufficient and improperly spent. Moreover, the 

difference in tourism related spend between competitors (such as Australia and 

Thailand) and SA compounded the gap that was emerging between the ability of 

South Africa to attract tourists compared to our competitor countries. 

 

All of the above, together with the recently established Business Trust‟s objectives of 

job creation, capacity building and removing those impediments impinging on job 

                                            
2 Interviews with various key tourism stakeholders, including Moeketsi Mosola, Didi Moyle, Brian Whittaker and Mdu Ndlovu. 
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creation and capacity building, led key role players to believe that an international 

marketing strategy was an imperative for South Africa as a whole. 

 

44..55..  TTHHEE  FFOORRMMAATTIIOONN  OOFF  TTHHEE  PPAARRTTNNEERRSSHHIIPP    

 

The Business Trust, in the light of the above imperatives, asked various potential 

Tourism partners, the Hospitalities Industries Board, partners from business) to 

provide them with concept proposals on how business and government could work 

together on a tourism-focussed initiative. In this regard, a concept proposal was 

requested from TBCSA on the understanding that the TBCSA, SATOUR and DEAT 

were engaged in the development of a public private partnership that would take 

responsibility for South Africa‟s tourism marketing.3 

 

A review panel of South African business leaders was then constituted in order to 

review the various proposals that had been requested from the potential partners on 

their merits; against the Trust criteria; in relation to other programmes in the field; in 

relation to established government policy and in respect of the panel view of the 

interests of the business community. 

  

On 20 August 1999 the Business Trust approved the tourism action plan business 

plan on condition that a funder‟s co-ordinating committee be established in order to 

ensure the effective co-ordination among the funding partners of the tourism action 

programme (The Tourism Action Plan is discussed in more detail below).4 

 

The DEAT and the TBCSA agreed to the establishment of such a committee and the 

specifics of the public private partnership were crystallised for the first time. 

 

The agreement between the Business Trust and SATOUR was signed on 16 

November 2000, with the retrospective effective date set as 1 July 2000. In terms of 

the agreement, the Business Trust agreed to donate funds to SATOUR (and 

thereafter, SAT) in order to develop a marketing strategy. 

 

                                            
3 Letter from Business Trust to TBCSA dated 8 October 1998 

4
 Letter of Business Trust dated 20 August 1999 
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The agreement was valid for one year only, subject to renewal. In order for renewal 

to take place, certain targets, to be agreed to annually, had to be met.5 It was agreed 

between SAT and the Business Trust, that the marketing strategy of SAT would be 

refined in order to undertake market segmentation. This refinement would be 

undertaken in accordance with specifications agreed on between the parties.6 

 

444...   OOOVVVEEERRRVVVIIIEEEWWW   OOOFFF   TTTHHHEEE   DDDEEEVVVEEELLLOOOPPPMMMEEENNNTTT   OOOFFF   TTTHHHEEE   SSSTTTRRRAAATTTEEEGGGYYY   

 

Year 
 

Organisational Changes / 
Development 

Strategy Development 

1999 o Stewart Lumka is CEO of 
SATOUR and Executive 
Director of the Board until 
December 1999 

o SATOUR functioned as an 
administrative organization. 
Problems  faced, included: 

o Decentralised, 
uncoordinated strategy 
development; 

o Decentralised and 
uncoordinated decision-
making; 

o Unclear roles and 
responsibilities; 

o Little integration of 
learning and knowledge 
between Head Office and 
Country Offices; 

o Little culture of 
accountability; 

o No sound reporting 
framework and little 
emphasis on corporate 
government; 

o Insufficient management 
skills to manage the 
transition from a 
bureaucratic institution to 
a true marketing agency; 

o Lack of basic 

o Development of Tourism 
Action Plan (Jack Koolen and 
David Frost) 

o The Action Plan indicates the 
following: 

o Six key markets  in which 
SA should be operating, 
namely USA, Germany, 
UK, France, the 
Netherlands and Italy  

o 90% of direct marketing 
spend would be attributed 
to the aforementioned, 
“Big Six” markets . 

o This was generic 
marketing. 

o Three key areas of a 
campaign, above-the-line, 
below-the-line and 
cooperative marketing 
programmes.  

o Established timeframes 
over the years of 1999, 
2000 and 2001, and set 
objectives for job creation. 

o GTKF appointed to conduct  
market segmentation work 

                                            
5
 See Clause 10.2 of Business Trust / SATOUR agreement 

6
 See Clause 3.2 of Business Trust / SATOUR agreement 



 26 

Year 
 

Organisational Changes / 
Development 

Strategy Development 

management structures / 
systems; 

o Lack of people with 
business expertise within 
the organisation; and 

o No clear business / 
marketing targets.  

o Valli Moosa is appointed as 
Minister of Environmental 
Affairs and Tourism 

2000 o Board of SAT is substantially 
restructured by the Minister 
in March. Minister takes 
provincial representation off 
the board and appoints new 
Board for three years ending 
31 March 2003 

o Moss Mashishi appointed 
Acting CEO of SAT in 
January 2000 

o .  

o July – GTKF presents results 
of study at Board Meeting 
and services are terminated 

 
 
 

2001 o February 2001 – Didi Moyle 
seconded to SAT to restart 
strategy process and develop 
one website for SAT 

o March 2001: Moss Mashishi 
leaves SAT to work on the 
WSSD 

o March 2001: Saki Macozoma 
becomes Acting CEO of SAT 
from 16 March – 31 October 
2001.  

o August 2001: Moeketsi 
Mosola joins South African 
Tourism as Chief Operating 
Officer 

o November 2001: Cheryl 
Carolus joins SAT as CEO 

o December 2001: Didi Moyle 
is appointed Chief Research 
and eBusiness Officer 

 
 
 

o May 2001 - Monitor is 
appointed to conduct market 
research and developing 
strategy 

o Conduct a Global Review  
o Map global tourism 
o Map the global market  
o Conduct Country 

Attractiveness Analysis 
o Conduct Volume / Value 

analysis 
o Research MICE and other 

purpose markets 
o Development of portfolios 
o Seek good investments 

with high growth potential: 
o Develop US outbound 

based strategy 
o Build detailed marketing 

strategy per segment in 
order to improve value of 
investment 

o Conduct inbound based 
study – based on existing 
tourists (UK, Germany, 
Italy, France, 
Netherlands, Aust, India, 
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Year 
 

Organisational Changes / 
Development 

Strategy Development 

MICE  and SADC). 

2002 o April 2002 – Saki Macozoma 
resigns from the Board 

o April 2002 – Didi Moyle 
becomes acting Chief 
Marketing Officer, replacing 
Owen Leed 

o April 2002 – TGS is 
accepted by the Board 

o May 2002 – TGS is launched 
at Indaba 

o May 2002 – Rick Menell 
becomes Chairperson of the 
Board 

o SAT undergoes substantial 
restructuring, moving from a 
hub system, to a portfolio 
system. Decision making 
becomes more coordinated 
and centralised 

 

o Tourism Growth Strategy is 
published (May 2002) 

o Monitor Implementation Work 
o Develop Tourism Growth 

Strategy 
o Develop outbound strategy 

for UK and Germany. 
o Second market segmentation 

for UK and Germany 
o Establish Strategic Research 

Unit (SRU) 
o Development of Deployment 

Strategy 
o Translating work into action 

plan 
o Conduct some structural 

work – capacity assessment 
for country offices.  

2003/04 o Themba Khumalo is 
appointed as Chief Marketing 
Officer  

o Organisational Design 
analysis of the central 
marketing function within 
SAT. 

o Organisational strategy 
assessment in Head Office 

o Minister appoints new Board 
in April 2003 (Rick Menell 
remains Chairperson). 

o July 2003 – Cabinet adopts 
TGS 

o Assessment of East and 
West Africa and the 
opportunities available there. 

o Segment analysis – China, 
Hong Kong, France, Japan. 

o Global Competitiveness 
study 

o Portfolio review 
o SADC Land-border 

segmentation 
o Brand tracking 

 

44..11  IINNIITTIIAALL  WWOORRKK  

 

1999 – 2000, SATOUR functioned more as an administrative organization rather 

than a marketing organization with a clear strategy. Significant problems were faced, 

including: 

 Decentralised, uncoordinated strategy development; 

 Decentralised and uncoordinated decision-making; 
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 Unclear roles and responsibilities; 

 Little integration of learning and knowledge between Head Office and Country 

Offices; 

 Little culture of accountability; 

 No sound reporting framework and little emphasis on corporate government; 

 Insufficient management skills to manage the transition from a bureaucratic 

institution to a true marketing agency; 

 Lack of basic management structures / systems; 

 Lack of people with business expertise within the organisation; and 

 No clear business / marketing targets. 

 

At that time, what little strategy there was, was ad hoc, and was driven by the need 

to focus on the top six source markets (the UK, Germany, USA, France, Italy and the 

Netherlands). This strategic direction was based on those markets traditionally 

regarded as the main strategic markets from which SA should be deriving benefit. 

The selection of these top six markets was made on the basis that a strong market 

focus was required. This strategic direction was primarily driven by private sector 

role players, namely David Frost, Nigel Dippering and Kobus Botha (discussed in 

more detail below). 

 

The lack of uniform criteria to assess the relative attractiveness of different markets 

and customer segments resulted in an inability to prioritize markets and marketing 

spend. Decisions as to where to focus, and importantly, where not to focus, were 

poorly made, if at all (clearly, there were exceptions to this, for example, the German 

market, which had commissioned some proprietary research with SAA which allowed 

them to focus marketing efforts). 

 

The majority of SATOUR‟s communication was product – rather than consumer - 

driven, with the remainder being targeted at niche segments (such as Golf Tourism). 

An analysis of the competitive landscape was largely absent.  

 

The SATOUR Marketing Partnership Committee was established in 1999 as the 

forum through which the partnership between BT, TBCSA, DEAT and SATOUR 

would be given effect.  It consisted of five private sector and five Government 
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representatives.  This was the committee responsible for working on the “strategy” 

for SATOUR in 1999 and how to allocate the marketing budget.  The work done by 

this committee was subsequently incorporated into the Tourism Action Plan.  

(referred to below)  Once Minister Valli Moosa reconfigured the Board of SAT (see 

below), the SMPC fell away, to be replaced by the Marketing Sub-Committee of the 

Board 

 

The Marketing Sub-Committee consisted of David Frost of Tourvest, previously a 

special advisor to the Minister of Environmental Affairs and Tourism, , Nigel 

Dippering of Southern Sun and Kobus Botha of Blue Mountain Lodge, an SMME. 

David Frost and Nigel Dippering, in particular, worked with Jack Koolen of the 

Monitor Company towards the development of the initial Tourism Action Plan that 

was used to reach agreement between SATOUR and the Business Trust. This 

Action Plan, endorsed by the DEAT and by TBCSA, identified six key markets in 

which SATOUR should be operating, namely, France, the Netherlands, Italy, USA, 

Germany, and the UK. The plan suggested that 90% of direct marketing spend 

would be allocated to these t six markets – perceived as the “Big Six”. Furthermore, 

the plan set out three key areas of a campaign, above-the-line, below-the-line and 

cooperative marketing programmes. The Tourism Action Plan established 

timeframes over the years of 1999, 2000 and 2001, and set objectives for job 

creation. 

 

According to numerous stakeholders, when Minister Moosa was appointed Minister 

of Environmental Affairs and Tourism in 1999, he initiated profound changes and can 

be credited with a lot of the progress achieved. As a result of the amendment of the 

Tourism Act, Minister Moosa appointed a new Board. Previously, the Board 

consisted of representatives from all the provinces. This resulted in an unwieldy 

Board that often only had representatives at the Board meetings based on 

convenience of location. The new Minister amended the relevant legislation to allow 

for a different Board structure that consisted of both private and public sector 

representatives. Accordingly, five trustees of the Business Trust were appointed on 

to the Board of SAT, one of whom, Saki Macozoma was made Executive Chairman 

and another, Michael Spicer, was made Chairman of the Marketing Sub-Committee.  
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At this time, SAT was led by Moss Mashishi, and according to David Frost, and to 

Rick Menell (Chairperson of the Board of SAT), the organisation was experiencing 

significant difficulties in terms of following through ideas and processes, eliminating 

poor performance and general management issues. Michael Spicer, the Chairperson 

of the Marketing Sub-Committee suggested that at the time, due to the capacity 

constraints in SATOUR it became necessary  for these business leaders to act 

operationally on behalf of SATOUR (and thereafter, SAT).7 Accordingly, Nigel 

Dippering dealt with above-the-line marketing campaigns, David Frost with marketing 

research and Kobus Botha with cooperative agreements.  

 

Some interviewees commented that these individuals had authority (decision making 

rights and ability to sign, for example, JMAs) without accountability or responsibility. 

Moreover, as one interviewee put it: “they disempowered the executive of SAT and 

caused a lot of division and resentment, not just in the work that they carried out, but 

primarily in the manner in which it was carried out.8” It has also been pointed out 

that the new management team that was appointed in 2001 were compelled to 

expend considerable time and effort in addressing many of the financial issues and 

complications that arose from certain of the JMAs signed in the previous period.  On 

the other hand, it was stated by some interviewees that these individuals did inject 

much needed marketing expertise and did facilitate a more focused marketing effort. 

It was stated that during this period there were times when they represented perhaps 

the only strategic and marketing engagement the organization had. They also began 

the process of outlining the contours of a viable marketing strategy. 

 

This issue raises questions for PPPs more broadly: the lack of internal capacity often 

necessitates bringing in expertise to fill the gaps; yet, organisational capacity (in the 

form of top management or the Board) needs to be in place to ensure that the rights 

and responsibilities of this expertise are clearly delineated and meets corporate 

governance strictures.  In this respect, the perceptions that may arise from having 

private sector individuals from tourism companies responsible for signing JMAs on 

behalf of SAT, may well be to the detriment of both the organisation and the 

                                            
7 Interview with an ex- industry representative on the Marketing Sub-Committee; November 2003. 

8 Interview  
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individuals themselves.  Having stated this, there is no evidence that has been 

presented to us of any unethical or improper behaviour on the part of the three 

persons in question. 

 

In March 2001, Saki Macazoma, the Executive Chairman of the revised Board took 

on the role of Executive Manager of SAT on the movement of Moss Mashishi to the 

organisation of the World Summit on Sustainable Development (WSSD). At the 

same time, Avmin  seconded their CFO to SAT to assist in the management of SAT 

finances. A recruitment process was then run, through which two  key appointments 

were made, namely, Cheryl Carolus – CEO (November 2001), and Moeketsi Mosola 

– Chief Operating Officer (November 2001). This team, together with valuable 

support from the Minister, largely restructured South African Tourism into an 

organization which was efficient, professional and more accountable. SAT, as an 

organisation, has moved from one of administration, to one of policy making, 

decision making and development of strategic direction. 

 

Furthermore, the Minister engaged the interest and attention of business which was 

invaluable to the success of the strategy development process going forward.  

 

A Request for Proposals was issued in 1999 which sought market segmentation to 

be used to develop a marketing strategy. Both the Monitor Company and Grant 

Thornton Kessel Feinstein (GTKF) submitted proposals for this work which was 

awarded to GTKF.  

 

It has been made clear that the work conducted by GTKF was not satisfactory, and 

after their first presentation in 2000, their services were terminated. Numerous 

reasons have been given for the inadequacy. It has also been argued that the brief 

given to GTKF did not cover what was actually required and also that whilst the work 

required by the brief was in fact conducted, it was not what SAT was looking for. 

Individuals interviewed who were around at that time have indicated, however, that 

the work did not meet the expectations of SAT. Whilst the GTKF work was reviewed 

in full in Phase 1 of the TGS as part of the data audit, and some data used,  it 

appears that most of the work GTKF did do was of little value to the organisation. 
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In 2001, another Request for Proposals was issued, again seeking market 

segmentation and strategic research. Monitor was awarded this work, and completed 

a three year contract with South African Tourism. The 3-year partnership, which SAT 

and the Monitor Group signed in 2001, was for the latter to develop research 

capacity and a marketing strategy for SAT. Further contracts  were signed in 2001, 

2002 and 2003. It is very clear that on the appointment of Monitor, progress was 

made extremely rapidly. While the work conducted by Monitor will be reviewed as 

part of this exercise, it is essentially of a very high standard. A further key difference 

between this market segmentation work and that of GTKF is that it appears that the 

Monitor work was tightly managed with clear deliverables which ensured the on-

going sharing of data. 

 

The early years of the work towards the development of an international marketing 

campaign were less fruitful than the later years in terms of actual delivery on 

objectives. As indicated above, South African Tourism as an organisation was in fact 

not in a position to deliver until substantial internal changes had occurred. It was only 

when the organisational restructuring, the significant management and leadership 

development and the input of representatives of the Business Trust occurred  that 

real work was able to take place on the strategy. In addition to this, it was in the early 

years that the strategic shift towards consumer driven, rather than product driven 

marketing thought occurred. This conceptual shift was extremely important.  

 

555...   TTTHHHEEE   DDDEEEVVVEEELLLOOOPPPMMMEEENNNTTT,,,   AAANNNDDD   AAANNN   EEEVVVAAALLLUUUAAATTTIIIOOONNN,,,   OOOFFF   TTTHHHEEE   SSSAAATTT   

SSSTTTRRRAAATTTEEEGGGYYY   

 

The TGS was one of the outputs of the SAT/Monitor partnership and played a critical 

transformative role in the organisation. It inserted a strategic discipline into the 

organisation which had been sorely lacking. Decisions were no longer anecdotally 

based, but based on high quality data and insightful interpretation thereof. It solidified 

the shift within SAT, which had begun a year or so earlier, from being product-

focused (pushing product into markets largely absent of an in-depth understanding of 

those markets) to a market-focused organisation. This shift was about prioritizing an 

understanding of the target market(s) and their needs: the development of 
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appropriate product and services to meet those needs is a subsequent step in the 

process. 

 

The following section evaluates the strategy. This evaluation needs to be read within 

this framework – i.e. the TGS provided immeasurable value to the organisation by 

providing the methodology within which to structure the strategic decision making 

process and the research needed to guide all subsequent marketing choices.  

 

The process of strategy development cannot be divorced from the process of 

implementing the strategy. This is particularly the case in this instance, as the 

strategy development and strategy implementation process overlapped (for example, 

whilst the activation plans for some of the Asian countries were being developed, the 

strategy was being rolled out in the US). For the purposes of clarity, however, this 

report will attempt to distinguish between the two issues. The strategy itself will be 

assessed, and thereafter, the implementation and impact thereof will be evaluated.  

 

55..11..  EEVVAALLUUAATTIIOONN  OOFF  TTHHEE  PPRROOCCEESSSS  TTOO  DDEEVVEELLOOPP  TTHHEE  SSTTRRAATTEEGGYY  

55..11..11..  EEvvaalluuaattee  eexxtteenntt  ttoo  wwhhiicchh  ssttrraatteeggyy  wwaass  iinnffoorrmmeedd  bbyy  tthhee  GGuuiiddiinngg  

PPrriinncciipplleess  

In executing this project, SAT set out five key guiding principles to ensure that the 

process by which the strategy was developed was consistent with what the country 

and the tourism sector were seeking to achieve. These principles are that the project 

should be:- 

Focused: The project will lead to the making of key choices and explicit trade-offs 

that have a long-term strategic impact on the South African tourism sector.  This will 

require focused further analysis of the few key issues, as defined through the data 

analysis and the process of consultation. 

Data-driven: The strategic decisions made during the course of this project will be 

based on sound data and analysis. 
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Consultative: The process employed will be highly consultative, incorporating input 

from as many stakeholders as possible.  Where agreement is not reached, the SA 

Tourism Board will make final decisions.  

Transparent: Systems and processes in this project will be transparent. 

Capacity building: From Phase 2, the project will be organised to build and 

enhance capacity and skills transfer within SA Tourism to ensure the ability to 

implement any recommendations in the long term and to replicate this process over 

time, and in other markets providing SAT an on-going global tourism monitoring 

system.  
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As illustrated in the graph above, these principles were largely adhered to in the 

process of developing the strategy. This was in stark contrast to previous strategy 

processes that failed to meet these principles. In this respect, the development 

process was commendable and meets best practice. The consultative principle is the 

one area in which the development process fell somewhat short of stakeholder 

expectations. This will be explored in more detail in Section 5.1.4 below. 

 

55..11..22..  WWaass  tthhee  pprroocceessss  ffooccuusseedd??  

The process was highly focused on solving the core issues of which markets and 

customer segments to target, with what messages, and through which channels. 

This resulted in a logical, tight process of prioritizing research according to markets 

and segments with the highest potential yield and greatest propensity to respond to 

activation strategies (low hanging fruit). The approach maximizes research spend  by 

allocating time and resources against the most likely high yielding markets and 
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segments. This minimizes wastage and the trap of „boiling the ocean‟ (throwing the 

research net too wide). 

 

55..11..33..  WWaass  tthhee  pprroocceessss  ddaattaa  ddrriivveenn??  

This area was a key success factor of the process in that it (a) identified the 

necessary data; (b) ensured decision-making was based on that data; and (c) 

highlighted the need for a data-driven approach to be adopted as organisational 

practice on a day-to-day basis. As noted elsewhere, this was a profound shift from 

past marketing practices and decision making which, given the lack of robust data, 

were largely ad hoc.  

 

55..11..44..  WWaass  tthhee  pprroocceessss  ccoonnssuullttaattiivvee??  

A guiding principle of any strategy development process is rigorous, consistent 

consultation with key stakeholders – those individuals, organizations or groupings 

who have a direct interest in the outcome of the strategy, and whose support will be 

relied upon to assist with its implementation. This is of particular relevance in 

tourism, given that the industry is also involved in the active marketing of the 

product, and is in fact responsible for the development and supply of products and 

services to the market. 

The consultation process the TGS team mapped out consisted of the following 

components: 

The Project management team, overseen by the CEO‟s Project team, would report 

key research findings to the SA Tourism Board. In the course of the research, key 

industry players were interviewed for input. The Board would make the strategic 

choices and define the burden of proof required to make such choices. Once the 

choices had been made, this would be presented to the Minister and relevant 

government officials to ensure that the choices were consistent with national 

objectives and government‟s overall strategy for tourism. Thereafter, industry and 

key stakeholder engagements and consultations were conducted.  
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Consultation within SAT  

According to those interviewed, both Monitor and the TGS project management team 

elicited opinions, input and insights on a regular basis from a range of employees 

within SAT (including Country / Hub Managers and their reports who were convened 

for focused discussions on each of the hub regions). From the outset, the TGS team 

was highly consultative. Time was spent clarifying the organisations mandate and 

objectives in terms of the Tourism Act. Management recognised that choices were 

required, and that whatever tradeoffs were made would need to be transparent. This 

probably accounts, in part, for the high levels of support and buy-in to the strategy in 

the organisation. All SAT staff are aware of the 3 mandates and 6 objectives. 

 

Consultation within Industry  

A component of the evaluation process was the interviewing of key stakeholders to 

surface their thoughts and perceptions of the strategy development process.  This 

output  and interview list was jointly agreed on at the outset of the evaluation 

process.  These interviews revealed information, as well as patterns and trends.  

Amongst these were certain perceptions outlined in this report, which perceptions 

were not isolated in nature, but formed a trend, ie, they were representative of the 

individuals interviewed and, in the context of qualitative work, this is regarded as 

sufficiently robust as to constitute a “burden of proof” in relation to the prevalence of 

those perceptions. 

Between June 2001 and December 2002, the TGS team convened numerous 

consultation sessions with associations and organizations such as the Tourism 

Business Council of South Africa (TBCSA), Southern African Tourism Services 

Association (SATSA),  The Federated Hospitality Association of South Africa 

(FEDHASA), , the Hotel Industry Liaison Group (HILG), and the Airports Company of 

South Africa (ACSA); with tour operators and travel agents; airlines - in particular, 

South African Airways (SAA); product owners; and National and Provincial 
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Government.9 Moreover, in source markets, tour operators, travel agents, and other 

relevant organisations were interviewed. 

Despite the numerous sessions held, the overriding comment from the industry is 

that the consultation that was undertaken with regard to the strategy was insufficient. 

Many interviewees suggested that although SAT did meet with them, it was to 

present the strategy as a fait accompli, to „inform‟ them about the findings of the 

research, as opposed to consult them on the content thereof. Whilst the definition of 

consultation remains blurred in this context, the feedback from industry players 

interviewed was consistent in this regard. The feeling is that they lacked input into 

the strategy.  

This perceived lack of consultation is unfortunate, and has led to a degree of 

alienation amongst some industry players interviewed who suggested that their input 

would have been valuable and would have enriched the end product. It would also 

have meant a greater willingness to re-align their product and service offerings 

behind the TGS.  

These negative perceptions of the consultation process are surprising given the 

rather large sample of individuals the TGS team interviewed. In detailed discussions 

with SAT, they were of the view that numerous consultations were held with industry 

players, during which documentation was supplied and input was solicited. 

Furthermore, they believe that if industry organisations were consulted, it was the 

responsibility of these representative bodies to share the information with their 

members. This is not something for which SAT, with limited resources, can take full 

responsibility.10 Discussions with Monitor Group corroborated this perspective,11 as 

did discussions with a representative of an industry body. As the latter put it: “The 

initial part of the strategy was consulted to death. In 2002 Didi, Cheryl and Moeketsi 

did a huge amount of canvassing.  SAT presented to all the industry bodies…We 

                                            
9
 SAT IInntteerrnnaattiioonnaall  TToouurriissmm  MMaarrkkeettiinngg  SSttrraatteeggyy  DDeevveellooppmmeenntt  PPrroojjeecctt::    IInnttrroodduuccttiioonn  aanndd  EExxeeccuuttiivvee  SSuummmmaarryy  ooff  PPhhaassee  OOnnee::  AAuugguusstt  22000011 

10 Interviews with SAT; Dec 2003 – Feb 2004. 

11 Interviews with the Monitor Group; Dec 2003 – Feb 2004. 
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also spent a full day reporting back to the industry, so if they don‟t pitch up, it‟s 

tough.”12 

It should also be noted that the “industry” is not a homogeneous entity, but is a 

fragmented sector in which the various players use their limited marketing resources 

to advance narrow, rather then collective interests, with little cooperation between 

industry groupings. 

 However, this is about managing perceptions, as opposed to the actual numbers 

consulted. The interviewees, with one exception, were consistent in their criticism of 

SAT as an organisation that makes little effort to engage or work with industry 

players. This, rather unfortunately, has left many in industry with the perception 

(rightly or wrongly) that the TGS is poorer because of their lack of input into its‟ 

development. In consequence, some industry members do not accord SAT the 

appropriate recognition.  In addition, some industry members indicated that they do 

not wish to work with the organisation (based on previous bad experiences with them 

or industry perceptions). These perceptions will need to be addressed, regardless of 

the differing views of SAT and industry on the level and efficacy of the “consultation” 

process, the fact that there is this difference of opinion is, in itself, important. 

Therefore it requires attention.   

SAT management believes that this is a difficult area to get right – given the 

fragmentation of the industry and lack of a single point of representivity. There is no 

„quick fix‟ to addressing these perceptions. Rather, the solutions lie in focusing on 

the hygiene factors and getting the basics right: continual and ongoing soliciting of 

relevant industry players views prior to finalization of marketing strategies or 

country/segment-specific activation plans; continual feedback as to success or 

failures of campaigns (what was achieved, what was the ROI, what did we learn, 

what does that tell us for future efforts?); wide dissemination of research findings (on 

SAT‟s and other relevant websites); widely publicized information as to what 

research is available (both tailored and generic) and how to access it; and more 

intangibly yet equally important, an accessible and consultative style in interacting 

with industry players. 

                                            
12 Interview with industry body representative; Dec 2003 



 40 

These issues will be explored in more detail in the PPP Section, with particular 

regard to the extent to which key tourism industry players have played a leadership 

role in the sector. Going forward, the industry faces the challenge of surfacing 

individuals willing to assume a leadership role and championing this function.   

 

Consultation with National Government 

SAT notes that the following persons and entities within government have been 

consulted13:-  

 Minister Valli Moosa 

 MinMec 

 DEAT management team (DEAT also had representation in the CEO‟s Project 

Team) 

 Miptech 

 Department of Trade and Industry 

 Department of Foreign Affairs 

 Directors-General Cluster for International Relations, Safety and Peace 

Overall, National Government appears to be comfortable with the degree of 

consultation during the development of the TGS. Cabinet passed the TGS in 

July 2003 (it also went through the Economic Cluster). 

 

Consultation with Provincial Government 

SAT gave TGS inputs into Minmec, Miptech, and the CEOs Forum meetings. 

Furthermore, SAT held meetings in the provinces. Illustrative of this was Cheryl 

Carolus‟s extensive provincial roadshow in 2002 with the MECs and tourism 

authorities. Despite this, however,  negative comments were received from provincial 

representatives. In our discussions with SAT, the view was expressed that the 

somewhat strained relations between the national body and some of the provinces  
                                            
13

 SAT IInntteerrnnaattiioonnaall  TToouurriissmm  MMaarrkkeettiinngg  SSttrraatteeggyy  DDeevveellooppmmeenntt  PPrroojjeecctt::    IInnttrroodduuccttiioonn  aanndd  EExxeeccuuttiivvee  SSuummmmaarryy  ooff  PPhhaassee  OOnnee::  AAuugguusstt  22000011 
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was due to the provincial authorities having lost their power when they lost their 

place on the Board. Nonetheless, this is an area that requires ongoing attention.  

Comments obtained from Provincial Government representatives overlap largely with 

those of industry. Many of the Provincial Government representatives claim they 

were not sufficiently consulted and that they were presented with a completed 

strategy over which they had no influence. This has resulted in many of them „doing 

their own thing‟. As one of the Provincial Tourism CEO‟s put it:  

“The consultation and input was limited to a half hour power point presentation and our feeling 

is that our input was not taken on board … We had a half hour to comment.  14 

 

 It was also stated by certain provinces that there is little communication between the 

regions and  the national bodies of certain organizations representative of industry. 

This compounds communication problems. 

Partly because of this alleged or perceived lack of input, certain provincial 

representatives interviewed see the strategy as being too academic and research 

focused. The belief is that whilst the TGS provides SAT with more focus than was 

previously had, the organization is too mechanical in taking the research and simply 

acting upon it. The comment from one Provincial CEO is that SAT assumes that they 

have a „monopoly on tourism wisdom, which they don‟t.‟ The strategy is not seen as 

taking account of the variations between provinces and their needs.  For example: 

Gauteng is a business tourism centre, however, the SAT strategy is primarily a 

leisure-based strategy. This is not to refute the work done on exploring the MICE 

opportunity (which is only being properly activated in mid 2004). It is simply to 

recognize that certain provinces may not have prioritized resources or weighed up 

markets in the same way as SAT. Moreover, for some, the MICE strategy is also 

seen as weak. It identifies that there is an opportunity to be in the incentive industry, 

but does not outline how to implement this. Nor does it effectively identify the 

different foci of excellence the three regional conference centers could explore.15 

However, the TGS was very much about the need to focus and make hard choices. 

                                            
14

 Interview with Provincial Tourism CEO, November 2003 

15
 Interview with Provincial Tourism CEO, December 2003 
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In respect of the MICE strategy,  SAT was of the view that leisure was a bigger 

opportunity than MICE and therefore allocated its sparse resources accordingly.  

SAT management has however noted that the failure to activate this area fully was  

because of the lack of resources. The appointment of Rick Taylor (who ran 

conferencing in the Western Cape) in mid 2004 to lead the MICE process should 

begin to address this lacuna. 

An additional complaint is that the strategy does not effectively deal with how to 

extend tourists length of stay. For KZN, the issue is that the strategy does not 

necessarily deal with bringing large groups of people (for e,g, charters) into South 

Africa, one of KZN‟s key focus areas. For SAT, however, the process was about 

making prioritised choices based on accurate data and correctly utilizing the limited 

financial resources available to them – and not accommodating everyone‟s wish list 

of target markets or segments.  

Provincial representatives argued that more extensive consultation and buy-in 

processes would have resulted in more effective cooperation and consultation. 

Indeed, many of those interviews expressed a desire for regular, quarterly meetings 

between SAT and Provincial representatives. With this degree of antipathy, one 

would expect a greater degree of non-alignment between the TGS and provincial 

strategies. This is not, however, the case. Most provincial strategies seem to draw 

on the research as the basis for their marketing decision making – even if their 

ultimate focus markets are slightly different (for example, KZN has more of a focus 

on the mid-market, large volume tourist; versus the Western Cape which has pretty 

much aligned their product and service offerings and attractions next to the different 

segments identified in the TGS).16  The difficulties posed for SAT by different 

provinces adopting different tourism strategies are obvious.  In this respect, the need 

for coordination and cooperation between provinces, industry and SAT becomes 

even more imperative in order to maximise the value of their collective marketing 

                                            
16 Provincial tourism strategy documents; Gauteng Tourism Authority Annual Report 2002-2003; Final Draft: Strategic 

Tourism marketing framework for Cape Town and the western Cape; presented to the Board of the DMO November 2003; 

KZN Tourism Strategy 2003-2006; KZN Tourism Authority Draft Action Plan 2003/2004 
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resources.  In such circumstances, SAT has to assume the burden of leadership and 

its decisions may not always be either popular or even supported by the provinces.  

The process of how these decisions are made is therefore of critical importance.  

In addition, as noted later in this report, product and service alignment is still an 

issue to be tackled (and perhaps one of the reasons why some provinces are not 

able to attract as many international tourists as they would wish). As one Provincial 

representative put it: “SAT‟s attitude is that they are doing the industry a favour by 

helping them. However, to get anything out of SAT is like trying to get blood out of a 

stone. This is where SAT gets it wrong; they are not supportive of the industry.”17  

 

Consultation with Local Government  

Where SAT conducted provincial consultations – particularly in the Western Cape 

and Gauteng – local authorities were explicitly part of the process. The Local 

government representatives that were interviewed suggested that although the 

strategy was presented to them, it was not with the purpose of obtaining input or 

suggestions, but rather to assist local government tourism representatives to align 

themselves with what was happening at a national level. Whilst the interviewees 

suggested that this presentation resulted in a good knowledge of the strategy, this 

does not appear to be the case. It appears that local government have not fully 

internalised the strategy and is not using it as a tool to assist them. However, it can 

be argued that this tier of Government is of secondary concern given that for the 

most part, local government tourism boards are not geared towards obtaining visitors 

from the overseas market, but rather focus on domestic marketing.  

 

55..11..55..  WWaass  tthhee  pprroocceessss  ttrraannssppaarreenntt??  

The process was largely transparent: the rationale for prioritizing certain markets and 

segments over others is outlined in the research documentation and in the Tourism 

                                            
17 Interview with Provincial Tourism CEO; December 2003 
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Growth Strategy May 2002 (publicly available). Certain stakeholders interviewed do 

not appear to understand the basis of some decisions taken (for example, the 

decision to focus on researching certain African countries in later, rather than earlier 

Phases). This could be a function of a lack of transparency in the process. This is, 

however, speculative, as the explanation could lie in a lack of communication or 

willingness to participate in the consultation process. However, as is noted 

throughout this section, managing perceptions is an important area of any process 

that involves multiple stakeholders, and is important to the ultimate success of the 

strategy.   

 

55..11..66..    DDiidd  tthhee  pprroocceessss  bbuuiilldd  ccaappaacciittyy??  

The process was charged with ensuring its longevity by building capacity within SAT 

to implement the strategic recommendations and ensuring  that the process could be 

replicated over time; and put in place on-going global tourism monitoring systems.  

The Strategic Research Unit (SRU) was established in order to fulfil many of the 

organisation‟s research and on-going monitoring requirements. The Monitor Group 

defined the operational model for the SRU, assisted with job descriptions and 

recruitment of personnel, and conducted extensive training of these personnel.18 By 

all accounts, the SRU is perceived as an efficient, well-capacitated unit. It tracks the 

TGS goals (arrivals, yield and other variables) and provides the organisation with the 

requisite information via Quarterly Reports. The SRU is also involved in the inter-

departmental process to set up a national Tourism Satellite Accounting System 

(scheduled to be launched in 2005). 

Moreover, the presence of a group of highly skilled consultants within the 

organisation over a long period of time has resulted in an up-skilling of many with 

whom they interacted.  The very rigour of the analytically robust and data-driven 

process exposed SAT staff to the types of skill-sets, processes, systems, and 

practices they are required to develop in the quest to become a world-class 

                                            
18

 Training modules included primary and secondary research; internet skills; project planning and management; 

Excel training; Storylining; and Visualisation and Representation. 
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marketing organisation. The organisational impact has been profound. It has also 

highlighted the skills gaps that existed (many of which have subsequently been 

filled).  

 

55..22..  EEVVAALLUUAATTIIOONN  OOFF  CCOOMMPPOONNEENNTTSS  OOFF  TTHHEE  SSTTRRAATTEEGGYY  

SAT designed the process of the development of the strategy to answer five levels of 

choice:19 

1. What are our goals and expectations? - Clarifying and defining the vision, 

goals and key objectives against which the strategy must deliver 

2. Where will we play? – Choosing the markets and segments which are going to 

be targeted and in which we will seek to win 

3. How will we win in the chosen markets? – Developing the strategy and the 

actions we will take to win in the chosen markets 

4. What capabilities must be in place to win? – Defining the capabilities SAT will 

require to win in the chosen markets on a sustainable basis 

5. What management systems are required? – Developing the systems and 

processes to ensure that the capability of the organisation and the actions of its 

people are maintained, developed and executed on alignment with the strategy.  

This section will evaluate each of these in turn. 

 

                                            
19 SAT IInntteerrnnaattiioonnaall  TToouurriissmm  MMaarrkkeettiinngg  SSttrraatteeggyy  DDeevveellooppmmeenntt  PPrroojjeecctt::    IInnttrroodduuccttiioonn  aanndd  EExxeeccuuttiivvee  SSuummmmaarryy  ooff  PPhhaassee  OOnnee::  AAuugguusstt  

22000011  
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55..22..11..  WWhhaatt  aarree  oouurr  ggooaallss  aanndd  eexxppeeccttaattiioonnss??  

The strategy substantially delivered against the objectives it was set. These goals 

and objectives were congruent with SAT‟s legislative mandate, the ultimate impact of 

which is to create jobs and contribute additional tourism revenues to GDP. To 

achieve this, SAT was to grow international tourism receipts. These imperatives 

defined the framework within which the research that needed to be conducted was 

identified; subsequent strategic choices were made; and the sequencing of these 

different phases was decided.  

The strategy must be commended in that it did not suffer from those twin problems 

that bedevil many strategic development processes:  loss of focus and scope-creep. 

This points to hands-on, disciplined project management from all participants in the 

process; and the freedom of a tightly defined brief.  

 

55..22..22..  WWhheerree  wwiillll  wwee  ppllaayy??  

 

Markets 

SAT has traditionally understood the need to “fish where the fish are”. In the late 

1990s, SAT concentrated on the key source markets of Germany, France, the 

Netherlands, the UK, Italy and the US.  By 2000, there was a recognition of the need 

to target marketing spend more purposefully. The idea was to allocate spend based 

on the greatest return, taking cognizance of the importance of certain strategic areas 

– such as Africa and the Middle East.20 

In the course of interviewing stakeholders, allegations were raised by  two 

interviewees that the TGS‟s choice of markets was “Eurocentric”.  In discussions with 

SAT, this allegation was rejected. SAT confirms that the TGS‟s choice of markets 

was data-driven based on opportunities for highest yield. In addition to the above, 

SADC was identified as an important source market to defend. The issue with SADC 

is not volume (in aggregate, SA has approximately 65% market share, and in some 

                                            
20

 SAT: “The Wonder lies waiting” Strategy Document; 2000 
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SADC countries such as Lesotho, almost 100%), but about repeat visits and 

increasing value extraction per tourist. The SADC market offers one of the best 

opportunities to spread tourist receipts across different provinces and regions. 

Hence, the Africa Portfolio, in conjunction with the Domestic Marketing Portfolio, has 

begun consultations with a number of key provinces in order to achieve these goals. 

Within the rest of Africa, two key hubs were identified: in East Africa, Kenya is the 

core market (with Tanzania and Uganda as secondary markets); in West Africa, 

Nigeria is the core market (with Ghana as the secondary market). 

The Monitor research provided SAT with the data needed to identify the markets with 

the greatest potential (volume and yield). In turn, this influenced the sequencing of 

the markets selected to interrogate in greater detail. This reflected SAT‟s decision to 

first understand those markets with the greatest potential yield (US, UK and 

Germany) and thereafter, to investigate the remaining markets on the selected list. 

This sequencing of markets was the most sensible approach given a limited 

research budget, and the need to prioritize both focus and spend on areas of 

greatest return. 

Whilst the markets chosen to grow and defend to a large degree overlap with the 

markets SAT was already focusing on, the strategic direction was now data-based 

and analytical. This compared to the previous, anecdotally-based approach.  The 

research was thus highly successful on this front. A senior industry member‟s 

comment is representative: 

The Monitor research took out the anecdotal effects and replaced it with robustness in terms of 

who the lucrative segments are. It was the most effective research ever done in SAT, as to who 

the customers are and the distribution channels needed to access them21. 

 

The TGS identifies core, tactical, and “watch list” markets; this is based on those 

markets chosen to defend and those to grow (including investment markets). This 

allows SAT to allocate limited marketing resources more effectively. The process of 

selection of these markets was fact-based and rigorous.  

                                            
21

 Interview with senior industry representative; December 2003 



 48 

Despite this, some industry representatives have questioned certain of these choices 

– in particular, the decision to set up an office in China. The nub of the critique is that 

there are no direct flights to China (only via Singapore and Hong Kong). It was 

alleged that this decision was driven by political incentives (Most Favoured Nation 

Status) rather than marketing experience and an understanding of the Chinese 

market (which is ostensibly highly price-sensitive and our product and service 

offerings catering to this market are rather limited).22  

This raises an important issue – albeit not that which these industry representatives 

are making. The issue is that of explicitly factoring in supplementary choices, which 

are not always purely driven by numbers and data. An unspoken requirement of the 

TGS is to optimize against these non-numerical imperatives. These can be quite 

legitimate. China is an interesting case in point. From a purely numbers and potential 

growth perspective, there is a robust case to be made for actively pursuing China: 

whilst the arrival numbers for Jan-Dec 2003 were relatively low, approximately 33 

000, this represents a growth of 22% yoy. Moreover, China is emerging as one of the 

world‟s key outbound tourism markets. As Richard Miller of the WTTC puts it: 

“Everyone in the industry is gearing up. There are so many countries just drooling 

over the new market.”23 The WTO predicts China will be the biggest inbound and 

outbound market in the world by 2020. Equally important, are the economic and 

political gains to be made from a closer relationship between SA and China (fostered 

in part, by the opening of a SAT office in Beijing).  

By all measurable criteria, the choice to invest in China is clearly a legitimate, and in 

fact necessary one, and this is not to suggest that supplementary choices played a 

role in this decision. The point is that when supplementary choices remain unspoken 

their validity comes into question. Rather than making oblique references to this 

issue, the TGS should perhaps be more explicit as to where other factors have come 

into play (if at all), and the criteria utilized in order to address them. Being more open 

about this, and demonstrating the systematic criteria against which other important 

imperatives are judged and / or factored into marketing choices, would serve to 

legitimize their use in the eyes of other SAT stakeholders (such as the industry). 

                                            
22

 Interviews with senior representatives of the industry 

23
 Richard Miller; World Travel & Tourism Council (WTTC); quoted in Newsweek April 19-26 2004 
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Again, this points to the need for continual communication with the industry, 

providing detailed information as to SAT choices. Given that the factors for making 

these choices are clear (the mandate and six objectives of SAT that determine 

whether to grow and/or defend a particular market) the fact that some in industry are 

unaware of this is again indicative of both their fragmented state, and their relative 

estrangement from SAT. Until the relationship between SAT and the industry more 

broadly has been solidified, this may necessitate erring on the side of over-

communicating.  

55..22..33..  CCuussttoommeerrss//sseeggmmeennttss  

 

 Methodology 

The TGS provides SAT with a robust methodology as to where to play.  The process 

is about determining which segments (within each market) are valuable; which to 

retain; which to give priority to; and which to divest from.  The customer-focused 

methodology – action segmentation - is rigorous and involves steps including: 

Mapping the market and buying process (including channel analysis); sampling 

frame; analysis; segmentation frame; customer portraits; and strategic 

recommendations. 

A key focus of the TGS is on demand segmentation; including value segmentation. 

The segments identified are sufficiently different as to allow for the aggregation of 

different groups of customers (with their own need states, and requiring a distinct 

marketing approach). In order to maximize operational efficiencies, these segments 

are being further collapsed/ aggregated.  A global consumer portfolio is being 

developed in a move to “Break down the silos” between the various segments / 

portfolios. 

The „customer portraits‟ that emerge in the TGS explain and predict customer 

behaviour in markets. They identify the broad emotional drivers of segment-specific 

behavioural change. The continual challenge is to turn those insights into campaigns 

that drive desired purchasing behaviour. Emotional needs are a moving target. 

Hence, SAT will need to continually redefine the emotional needs per segment in line 

with research results (in particular, customer brand equity/tracking studies). 
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Economics to serve, economics of demand 

The key challenge of any strategy is to find the segmentation that optimizes the 

benefit-price „trade-off‟: i.e. the customer segmentation methodology needs to 

facilitate an understanding of the different needs (emotional and rational) of each 

segment; and the economics to serve that segment. This assists in tailoring a 

product and service offering to meet segment-specific needs. The caveat is that this 

needs to be done without significantly increasing the costs of serving each segment.  

The TGS estimates demand elasticity via a range of tools, including: attitude surveys 

(BrandMonitor); customer/trade interviews; analysis based on past travel behaviour; 

and intention to visit. Whilst the TGS does not construct detailed demand curves 

based on, for example, conjoint analysis (trade-offs customers are willing to make 

between, for example, price and experience), it does assess the demand and price 

sensitivity of various segments in different markets (for example; in Germany, the 

AAA‟s are less price sensitive than the overall market ).24  More robust analysis of 

this type will make demand easier to forecast (demand as a variable not solely 

contingent on external events). 

So, whilst the TGS covers the economics of demand rather effectively, the 

economics to serve segmentation requires more attention. For example: the TGS 

does not outline the cost to serve different segments in different markets (e.g. the 

cost to serve a NSSA vs. the cost to serve a Wanderluster). This type of information 

would be useful in the effective allocation of marketing budgets between different 

segments. Over time, understanding the economics to serve would assist in 

determining the more profitable segments within the portfolio as a whole, help 

understand the lifetime cost and ROI of certain markets/segments, and would help 

prioritization processes.  
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The “actionability” of the segments 

The key issue to address is whether or not markets / segments were prioritized 

according to robust measures. This includes the actionability of the segment i.e. 

would marketing actually have an effect on activating the segment?  This 

prioritization seems to have emerged in workshops between SAT, Monitor, and, on 

occasion, the ad agency. It is unclear exactly how „actionability‟ was measured or 

calculated, and whether or not this was appropriate. 

This is one area in which more systematic input from the trade would have been 

valuable. These are the people who interact with customers on a day-to-day basis 

(they are at the „coal face‟ of selling destinations), and are thus ideally placed to 

advise on the “actionability” of particular segments. Absent this rigorous input, some 

industry representatives are now questioning the relevance and robustness of some 

of the segments. In particular, the Wanderlust segment from the US has caused 

consternation, with many in the US trade alleging that marketing to Wanderlusters 

cheapens SA as a destination.25 This may simply be attributed to „sour grapes‟ on the 

part of incumbent players in the market who feel threatened by a strategy that seeks 

to expand the value chain in the US market. Despite this, the perception of lack of 

rigorous input still persists. This will need to be addressed, primarily because it 

impacts the extent to which domestic product and service offerings are aligned with 

the TGS, and the core segments being targeted. 

As one interviewee put it: “The problem is how they‟ve chosen to operationalize the 

strategy, and that‟s because there was no private sector input…they tried to second 

guess the trade, so some of their segmentation isn‟t as rigorous as it could‟ve 

been…”26  

In sum, the jury is still out on this issue. Given the absence of data tracking arrivals 

and yield per segment from 1998-2003, it is not possible to empirically validate the 

robustness of the TGS‟s segmentation. So, whilst the analytical segmentation 

process was logical and robust, it is not yet possible to comment on whether the 

most valuable markets are those that were identified in the strategy. 

                                            
25 Interview with Miller Matolo; interviews with industry representatives 

26 Interview with industry representative 
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“Actionability” speaks not only to whether or not marketing would have an effect on 

activating a segment, but also to the question of whether the organization has the 

capability to action the activation plans. There has been some comment on the latter, 

with one portfolio manager stating: “we have had to interpret a lot of the strategy for 

ourselves”.  

This leads to the expectations of the TGS, and what a strategy can (and should) 

rightfully deliver. The TGS outlines strategic choices that have been made on the 

basis of rigorous analytics and high-quality data. It is up to the organization to 

implement these recommendations. Thus, the comment seems to speak more to a 

lack of capability in operationalizing or implementing the strategy, than to a 

fundamental problem with the strategy itself. An example: the TGS identified (per 

segment) the key barriers to purchasing SA. Whilst there was less thought given as 

to how to overcome these barriers (this seems to have been left primarily to the 

advertising agencies and country managers), it can be argued that this is an 

operational issue – not something with which the strategy itself should necessarily 

have dealt. 

 

Channel Economics: With whom will we play? 

The situation analysis phase – which includes market and channel mapping - is the 

initial part of any strategy work. The key here is the travel industry value chain. The 

TGS provides a thorough analysis of the overall economics of the trade channel 

including the revenue/cost economics of using particular channels; the ability of that 

channel to reach target markets; and the perceptual value of the channel according 

to different customer segments. This serves to highlight the important role travel 

agents and tour operators continue to play in influencing purchasing decisions of 

many (although not all) segments, and their bargaining power vis-à-vis product 

owners. 

These insights were captured in the market and segment specific activation plans. 

For example, the US Strategy Deployment Plan of Action, June 2002, outlines in 

some detail the levers to be applied to activate target trade segments, including 
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media channel mix recommendations. In order to enable focused communication 

and more discrete marketing programmes, each major segment was split into sub-

segments and niches. For example: Wanderluster niches included Adventure 

Seekers; Relaxation Seekers; Honeymooners; and Gay and Lesbian. Media and 

channel mix recommendations (both push and pull) took account of these sub-

segments. The proposed implementation plans per portfolio also take account of 

these insights (for example, the JMA‟s signed for the US have in mind the segments 

being targeted). The aim of this is to provide consistency in all the steps from 

analysis through to implementation. The activation plans developed were robust. 

However, as with any media plan and communication strategy, these are once-off, 

high-level guidelines that need to be iterated based on post-campaign analysis per 

communication channel used. The media strategy and implementation agency 

becomes responsible for these recommendations and updating of the schedules and 

channels selected.  

The question this evokes is whether sufficient weighting was / is given to these 

insights in the day-to-day operations of the portfolios, or whether in the process of 

translating strategy into activation plans, and said plans into action, the relative 

significance of the trade channel gets watered down.  Many representatives of the 

trade interviewed claim that SAT is generally quite indifferent to their efforts. This 

perception of indifference alienates these members of the trade who continue with 

their own marketing efforts, uninformed by the TGS. However, the caveat to this is 

that the trade itself is highly fragmented, with some players being rather myopic. 

Hence, irrespective of their perceptions of SAT‟s behaviour, they may simply 

continue to do their own thing.  Despite this, given the key role the travel trade plays 

in guiding purchasing decisions, the relative distance of some members of the trade 

(self-imposed or not) from the TGS‟s chosen segmentation path is probably not 

conducive to SAT achieving segment targets.  
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competitors Achilles’ heel

Having a single-minded, 

compelling brand proposition*

Having sufficient air capacity

Aligning products and 

services behind the strategy

How Well has SAT Measured Up How Well has SAT Measured Up 

(2001(2001--2003)?2003)?
Key AreasKey Areas

There are 4 key areas in which we need to succeed in order to win:

* SAT will launch its new brand at Indaba, May 2004

TGS is rightfully consumer, rather than product focused.  This mTGS is rightfully consumer, rather than product focused.  This means that eans that 

during the strategy development process the type f product availduring the strategy development process the type f product available was not a able was not a 

prepre--eminent concerneminent concern

Excellent Average Poor

 

 

By aligning products and services behind the strategy 

The TGS outlined a competitiveness / attractiveness matrix upfront. This identified 

where to play.  Knowing where to play sets the framework within which strategic 

choices are made about when, and how to play. A critical input into the latter two 

questions is an assessment of the product and service offerings available to these 

markets. In other words, was there sufficient product and service alignment behind 

the TGS in order to capture the segments and markets identified? Many in the 

industry think not. As one interviewee put it: “They didn‟t get buy-in and the product 

wasn‟t ready for what they wanted to deliver.”  

According to SAT, the reason for capacity and product constraints in serving certain 

markets and segments is the: 

… fragmentation and less then optimal degree of industry co-operation and alignment. 

Together, these issues will become major barriers to our global competitiveness unless clear 

and focused interventions are made…What is now required is a systematic process of 
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intervention in the sector to start facilitating the alignment of firm-level choices and strategy with 

the national strategy with a longer-term focus. 27 

 

This raises two issues: 

1. Was the sequencing embarked upon correct (crudely, TGS developed first, 

industry alignment second)? From an analytical perspective, the sequencing 

can be defended: First figure out where to play, and subsequent to that, what 

we will be playing with. However, given that capacity constraints are largely 

out of SAT‟s ability to control (SAT cannot reconfigure product offerings to 

meet specific needs to segment A or B, nor can SAT manufacture new 

products / services), the issue of what products and services were available 

becomes more critical.  

From this practical perspective, the alignment of product and services behind the 

TGS should have begun a lot earlier than late 2003 – 2004. Being more responsive 

(as opposed to simply informative) may have led to a greater understanding of the 

domestic tourism industry, where the gaps are, how it intersects with the 

international market, and new product development (e.g. cultural tourism).  Had this 

work been conducted earlier, it may have surfaced some of the capacity and product 

issues earlier on – providing a longer time frame within which to address them. 

In part, this points to possible gaps in consultations with the Provincial and City 

Tourism Authorities. The latter bodies are responsible for the dissemination of 

information to regional and local industry players, and for ensuring the product and 

service mix is aligned with the strategy being followed. However, given that parallel 

processes were running (some Provincial Tourism strategies were being developed 

at the same time as, although not necessarily in consort with, the TGS), some of the 

provincial tourism strategies are not completely in sync with the TGS. For example, 

the TKZN strategy proposes to investigate ways of securing arrivals from the 

Russian and East European markets (especially Hungary); and to pursue charter 

                                            
27 SRU Document; p. 8 
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flights from new or existing markets.28 Neither of these activities forms part of the 

TGS. SAT has suggested that this may not, in and of itself, be a problem, but a very 

legitimate way of separating out roles of brand building in core markets and market 

development in new markets. Conversely, however, whilst Provinces are free to 

identify and pursue tourism opportunities as they see fit, what this can do is water-

down the budget and impact of South African international tourism initiatives in 

overseas markets.  

2. SAT‟s perceptions of the industry (the domestic industry in particular), and the 

responses this engenders. Many in the industry believe that SAT dismisses 

them as ignorant and parochial, leading to the perception of SAT as being 

indifferent and un-approachable . However, SAT has as one of its core 

mandates to align the industry behind a key strategic direction. In this sense 

(and in many others), the industry is one of SAT‟s key customers.  

SAT‟s relationship (current and desired) with major suppliers and distributors is key 

to the question of how to compete. Perhaps if this had been more of a focus earlier 

on there would be more alignment behind the strategy from both industry (local and 

international) and the provinces.  

 

By having sufficient air capacity 

SA‟s seeming lack of sufficient international air capacity beleaguers the travel 

industry. This is about managing our product and services mix to ensure it is geared 

to deal with customer needs and seasonality (for example, opening up our skies 

during the October-April season, to cater for extra demand).  

The industry is fragmented in this regard. There are a range of different role players, 

each with their own objectives and agendas. These include DEAT, SAA, ACSA, 

                                            
28 TKZN Tourism Strategy 2003-2006. It is important to note that SAT did give KZN some funding to pursue this opportunity. 

However, given that the performance of the charters was not to SAT‟s satisfaction, this funding was not extended in the 

following years  
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Foreign Airlines, and land product owners. 29  SAT has an air capacity and aviation 

strategy. Their objectives are: firstly, to ensure that we have a direct air link to all our 

core markets, and within this, to have direct daily flights; and secondly, to have direct 

links to our tactical markets, preferably direct daily flights. Absent direct links, SAT 

investigates re-routing opportunities with various airlines. Breakeven capacity for 

airlines is approximately 50 000 passengers p.a. from a specific destination. SAT‟s 

aim is therefore to grow the targeted markets to 50 000 passengers to ensure 

airlines put on a route.  

 

By having a single-minded, compelling brand proposition 

SA is a destination brand. Ideally, the brand architecture, values, attributes and 

personality should all be developed (at minimum, the initial skeleton and brand 

blueprint work should be completed) prior to going to market. The sequencing of the 

brand value chain is as follows:  develop the value, test the value (through focus 

groups, product promotions and so on), communicate the value, and measure the 

value (are customers choosing the value time and time again?) This was not the 

case with the SA Tourism brand development.  

Owning a Brand means managing a portfolio of different meanings associated with 

your offering. Some of these must be kept for a long time (as they are part of the 

health of the brand) some may change to reflect particular trends. Generally, a brand 

should stand for: 

 Simplicity: we want people to better understand our offer 

 Singularity: we want to stand out from the crowd of competitors and followers 

 Attractiveness: we want consumers to be attracted to our offer 

                                            
29  For SAT, their  role in this debate and position on air capacity is very clear, However, the perception of this role is not as 

clear, the Head of Strategy at SAA claims that despite being responsible for strategy development at SAA, no-one from SAT 
spoke to him in the development of the TGS [Interview with Mike Bond, 1 December 2003]. However, SAT documents claim 
that both SAA and ACSA were briefed and consulted, and represented in the CEO‟s Project Team and participated in the 
regional consultations; and that the Airlines Association of Southern Africa was consulted. This points to the problems of 
management and leadership churn within major tourism players – key information imparted to relevant stakeholders is often 
not disseminated within those organizations, and may be lost once that individual departs. 
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Brands require both awareness (Is our brand name well known in this market? Is our 

brand top of mind when customers are deciding on purchasing a long-haul vacation? 

Do people understand and desire our brand offering?) and personality (Are we really 

differentiated among our competitors? What values (both emotional and rational) 

does our brand stand for? How does our brand express these values?) 

For most of the period under review, SA Tourism has lacked a distinctive brand 

positioning.30 In large measure, this is due to the historical legacy of many different 

marketing directors (and at points, the total lack thereof); different agendas to be 

met; and lack of clear leadership. 

The SA Tourism brand has been through a number of iterations. In 1998, Ogilvey 

and Mather, the incumbent ad agency, focused on defining the core “Welcome” 

brand. The new SAT identity was launched at the World Travel Market. The 

centrepiece of the collateral was strong visuals and emotive headlining – which in 

turn became the basis of the print campaign. In 1999, the new identity was 

researched in Europe and the US. O&M pre-tested via focus groups consisting 

primarily of people who had not been to South Africa.   

According to O&M, the challenges faced in getting the brand off the ground included 

very broad, ill-defined target markets, and the need for all the brand collateral to be 

provincially representative and „politically correct‟. This was largely a function of 

having all the provinces on the SAT Board and each having a rather parochial (albeit 

legitimate from a provincial perspective) desire to see their province reflected in all 

the collateral.  Moreover, there was constantly a tension between making a start and 

getting the campaigns going (getting “bums on seats”) and conducting thorough 

research first (before launching campaigns).  Whilst this tension is common to many 

new marketing campaigns and brand launches, the problems were compounded by 

„marketing by committee.‟ As an ex-agency member stated: “There were so many 

different agendas, so many different people to please, it was very difficult!”31 

In May/June 2001, TBWA Hunt Lascaris was appointed SAT‟s new ad agency. At 

that point, the marketing was very ad hoc, and focused on specific offerings rather 

                                            
30 As noted further on in this section, in May 2004, SAT launched a new brand. 

31 Interview with ex-Ogilvey & Mather representative; December 2003. 
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than on destination marketing.  TBWA participated in the research segmentation 

process, and triangulated the customer segmentation against a media segmentation 

/ “Connections” study. TBWA devised a new brand strap line – “Discover South 

Africa, Discover Yourself”. This was primarily a consumer facing campaign. There is 

a feeling amongst the ad agency that the campaigns were too segment-specific, and 

the agency would have liked to have seen more holistic, brand campaigns.32 This 

comment has some validity: building a brand presence (both awareness and driving 

sales) requires the creation of a common brand platform – the „golden thread‟ that 

holds disparate campaigns and target markets together - prior to launching segment 

specific initiatives. Conversely, however, SAT has argued that TBWA simply wanted 

generic marketing. 

For the reasons outlined above, the lack of a clear, distinctive brand positioning is 

problematic. Understanding what our customers are looking for is merely the first 

step. Once this is understood, a value proposition that keys into those needs and 

desires needs to be developed.  

The development of a brand blueprint wasn‟t the specific mandate of the TGS team. 

The focus of this work was to develop a customer-focused strategy, as opposed to a 

product-based strategy. A brand is a combination of the two (who are you speaking 

to, what do they want, and what do you have to offer them?), and perhaps there was 

insufficient focus on this upfront by the SAT management team. 

This is particularly vexing because SAT, as a relatively new entrant in the destination 

marketing game, needs to cut through the clutter and competitors‟ top of mind 

awareness. For example, the Australian Tourism Commission has been establishing 

their brand for approximately 20 years, has a strong brand identity, and deep 

marketing pockets (the ATC spends 4 times as much as SAT on marketing per 

annum). The ATC has identified that their brand is pretty tired and is in need of a 

make-over. They are putting huge resources behind this effort. In all likelihood, the 

refreshed brand will pose a greater challenge to SAT going forward. 

                                            
32 Interview with TBWA Hunt Lascaris representative; December 2003 
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The reasons for the lack, until recently, of a distinctive brand positioning  is  probably 

a combination of factors mentioned above, including poor timing, organisational 

constraints, and the tasking of the International Marketing Council to change 

perceptions about SA both locally and abroad. The IMC‟s mission is: “To transform 

the image of South Africa internally and externally by creating, coordinating and 

integrating a compelling South African brand proposition.” Hence, its mandate 

overlaps somewhat with that of SAT. This, in and of itself, is not a problem. It simply 

raises the need for vigorous, ongoing co-ordination between the different – though 

hopefully complementary – branding efforts.   

The IMC will focus on proactively driving positive news about SA, and changing 

negative perceptions about SA‟s image and reputation (putting in place a 

Communication Resource Centre to respond to requests of information, inform the 

misinformed, and manage perceptions). These are roles and responsibilities that 

also fall within SAT‟s ambit. 

In late 2002, SAT embarked on brand work with the Monitor Group and TBWA Hunt 

Lascaris (the Added Value Group was brought on board later). This sought to identify 

the “Center of Gravity” (COG) audience for the SAT brand and to identify the 

„competitive white space‟.33 The COG is defined as the „mindset shared by those 

prospects or customers whose product or service needs are the most demanding or 

deserving.‟34 On the basis of detailed segmentation work done in the US, UK and 

Germany, SAT created a hybrid segment in order to better understand the COG‟s 

specific needs / desires. A “benefit ladder” was drawn up, identifying the emotional, 

functional and end-use attributes the COG seeks. Identifying a common target 

market mindset is critical to the development of a brand blueprint, which should 

serve as a guide for all future communications.   

In developing its new brand, SAT used Unilever technology. In order to continue the 

work, SAT recruited Jackie Resier from Unilever to take this process forward. 

However, it appears that it was only when a new Chief Marketing Officer joined the 

organisation in 2003 that the process of SAT brand development was given the 

                                            
33 SAT / Monitor Centre-of-Gravity for South African Tourism; 31 October, 2002 

34 SAT / Monitor Centre-of-Gravity for South African Tourism; 31 October, 2002 
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necessary resources and attention. In conjunction with a “Dream Team” (a number 

of high profile branding and marketing experts who assisted SAT in the brand 

development process) and the Added Value Group (AVG), the development of the 

new SAT brand has been completed.  From a preliminary inspection (due to the fact 

that this assessment only covered work done up to the end of March 2004), this 

seems to provide SAT with a brand „golden thread‟ which  conforms to the country‟s 

tagline of “Alive with Possibilities”.  The brand‟s promise is flexible enough to stretch 

over multiple mediums and target markets. This is an exciting break-through for SAT 

on the branding front, and according to SAT‟s Chief Marketing Officer, has been 

exceptionally well received by industry and government stakeholders alike. This new 

brand  was launched at the Indaba in May 2004. 

There are many stakeholders and organizations outside the control of SAT who need 

to deliver on the strategy. For this reason, SAT‟s branding role needs to be inspiring 

so that it provides the golden thread which runs through the multiple tourism 

branding initiatives.  The destination delivery chain is wide and expansive. 

Customers won‟t buy a tourism product until the destination has been sold – and for 

this you require both an inspirational brand strategy, and an inspirational 

organisation to communicate it. It is this two-pronged challenge with which SAT is 

contending. Industry and provincial enthusiasm for the new brand needs to be 

harnessed and extend to adoption of the new iconography and look and feel in their 

own marketing collateral. On the service provider side, the ability to effectively 

manage different providers is a core skill-set that the organisation is still in the 

process of developing. Going forward, this remains something to watch in the 

refinement and roll-out of a consistent SA tourism brand. 

 

By understanding our competitors Achilles’ heels 

An understanding of the competitive environment was one of SAT‟s clearly stipulated 

needs from their research and strategic partner: 

The ability to develop strategic marketing skills to ensure that any strategy that is adopted by 

the organization could be implemented and indeed be reviewed from time to time as market 
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conditions evolve… any strategy would need to be reviewed and updated as factors in the 

global economy changed and as competitors launched counter strategies to win back share 

lost to new entrants like SA.35 

The TGS provides a comprehensive overview of the competitive landscape 

(including the value propositions, costs, differentiation, and market positioning of 

SAT‟s primary competitors). This work is being augmented by a competitiveness 

benchmarking study which outlines comparative spend of tourism marketing 

organisations, comparative arrivals, receipts and contribution of tourism to GDP (at a 

macro level). This work is divided into two phases: a global overview ending April 

2004; and a more focused, firm level research piece commencing May 2004.  This 

report will not comment on this work as the documentation is not yet publicly 

available.  

Whilst the TGS is less thorough in providing a directional industry cost curve, it could 

be argued that this is outside the purview of the strategy, and is something best left 

to the industry itself to configure. Going forward, this piece of analysis is something 

SAT and the industry may want to jointly embark on as it could provide valuable 

insight into the impact of additional capacity on prices, and competitor cost 

constraints.  

 

By stacking up against our competitors 

SAT has identified the following countries as among SA‟s key competitors: Australia, 

Thailand, Kenya, Brazil, and, because of their dominance (current and projected) of 

international tourism flows, China and the US. As noted above, SAT, together with 

the DTI and DEAT, have recently commissioned research into the competitiveness 

of SA‟s tourism industry vis-à-vis our key competitors. Once this work is publicly 

available, it should be used to provide an ongoing benchmark of our performance 

vis-à-vis our competitors. What follows is merely a cursory overview of what our 

competitors are doing right. 

                                            
35

 Strategic Research Unit document; p. 4 
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Perhaps most strikingly, the Australian Tourism Commission has very similar key 

objectives to those of SAT, each with key performance indicators that are measured 

annually: 

 To increase the number of visitors to Australia from overseas (measured by, 

for example, percentage growth of arrivals exceeding that in international 

tourism) 

 To maximize the benefits to Australia from overseas tourism 

 Increase tourism yield 

 Increase length of stay 

 Increase geographic dispersal of overseas tourists within Australia 

 Increase employment from inbound tourism 

 Increase tourism export earnings 

 To work with other relevant agencies to promote principles of ecologically 

sustainable development and raise awareness of the social and cultural 

impacts of international tourism 

Common to many of our competitors is the recognition that flexibility is key to 

success in a fast-changing tourism industry. A couple of examples illustrate this: 

 In 2002-2003, in reaction to exogenous events (9.11, SARS, War on Terror) 

the ATC implemented a „recovery strategy‟ and reallocated funds to stimulate 

demand for travel to Australia in areas of greatest impact/return in the short 

term. The ATC has prioritized 20 key markets which deliver 90% of overseas 

arrivals, in order to more effectively manage and prioritize resources. 

 Similarly, in April 2003, in response to the US Travel Advisories and the 

growing perception of Kenya as a dangerous place to visit, the Kenyan 

Government implemented the “Economic Recovery Action Plan”. Key to the 

tourism‟s sector‟s recovery is the recognition of the need to exploit newly 

developed niche markets with growth and diversification potential. This would 

include ventures into sports tourism; eco-tourism, and the film industry, as 

well as a shift of emphasis from traditional Western markets to focus on the 

Asian continent. Kenya Airways has established new service routes to 

Bangkok and Hong Kong in order to reach out to a new Southeast Asia and 

East Asia market. Moreover, Kenya Tourism Board (KTB)‟s reconfigured its 
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marketing drive in the Indian market with a strategy that promises a different 

safari every day of the week (viz. cultural, wildlife, beach, adventure, sports, 

scenic and specialist safaris). 

Partnerships with industry are central to the success of any tourism strategy. These 

partnerships also need to be continually renewed. For example, extensive 

consultations with industry in 2002-2003 led to a reworking of ATC‟s Key 

Performance Indicators to more closely reflect industry‟s concerns. Similarly, as part 

of its Recovery strategy, the Kenya Tourism Board was to be restructured to 

incorporate private sector strategic leadership. 

For both Australia and Kenya, the key challenge is to arrest declining overseas 

tourism arrivals (for the former this is a rather incremental loss; for the latter the 

decline has been steep). Whilst these decreases may be due, in part, to exogenous 

events, the ATC has recognised that Australia‟s brand is in need of an overhaul. 

Hence they have embarked on the refreshing of Brand Australia. If rolled out 

systematically and with effective marketing, the declining trend should be averted. 

There is a theme of constant renewal in order to defend and grow market share. For 

example, the Thailand Tourism Authority is repackaging Thailand‟s tourism products 

into clusters: 4 major clusters and 12 new tourism product clusters targeted at the 

international market; with different clusterings for the domestic market.  

This short overview of our competitors demonstrates the following: 

 As a strategy, the TGS is amongst world tourism best practice (prioritizing 

resources and focus, adopting a portfolio approach, being data-driven and 

analytical, and so on) 

 Strategy is a necessary first, but by no means sufficient step to meeting 

national tourism objectives 

 Strong partnerships with both government and industry are critical to success  

 Flexibility in strategy and execution is a key hallmark of a successful 

organisation     
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The competitive benchmarking study provides SAT with an ideal platform to 

demonstrate its role in providing industry with relevant, actionable information and 

competitor insights.  

55..22..55..  WWhhaatt  ccaappaabbiilliittiieess  mmuusstt  bbee  iinn  ppllaaccee  ttoo  wwiinn??  
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management capability

Strategy as Methodology

Ability to manage portfolio’s

Has SAT Developed these Has SAT Developed these 

Capabilities?  (2001Capabilities?  (2001--2003)2003)
CapabilityCapability

There are four key capabilities that need to be in place in order to 

effectively deliver against the strategy.  These are:

Excellent Average Poor

 

 

Ability to manage portfolios 

The TGS is underpinned by the notion of portfolios of markets. The principles of 

asset management apply: the focus of one‟s investments (in this case, marketing 

spend and resource focus) changes according to the risk and growth profile of 

various markets. This imposes a healthy strategic discipline on the organisation, as it 

encourages portfolio managers to continuously assess tourism flows, potential new 

markets, entrants, and competitors. It provides them with the tools to react to curve-

balls and exogenous events. At its best, it resembles a variant of game theory in that 

it takes account of the fact that all the pieces on the board are moving, not just ones 

own pieces. 

The importance of adhering to a portfolio approach will best be demonstrated in 

measuring performance indicators from 2003 onwards. 2002 is recognized by all as 
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an exceptional year; as Minister Valli Moosa put it, it “defied gravity”.36 This was due 

to shifts in tourism patterns in response to the War on Terrorism, and the subsequent 

redirection of traffic to „safe destinations‟, such as SA; the World Summit on 

Sustainable Development; and Rand  depreciation.37 Moreover, for the first time, 

SAT had embarked on a targeted marketing campaign. SAT, together with industry 

players were able to take advantage of these favourable exogenous factors in order 

to capture the additional tourism flows.  

The 2002 growth figures – with overseas arrivals up by 20% - were based on 

comparisons to a low base year and, it might be argued, exaggerated the overseas 

tourist arrivals growth rate experienced in SA. Arrival statistics from Jan-Nov 2003 

seem to bear this out: the average year on year growth in arrivals from SAT‟s core 

overseas markets ranges from 3-6%, with overall overseas growth year on year 

sitting at approximately 5%.38 This continued growth in 2003 is particularly 

impressive given that it was achieved against a global slump of approximately -2% in 

travel and tourism. Many project similar (or lower) figures for 2004. 

Absent favourable exogenous factors, SAT will need to be fleet-footed to take 

tactical advantage of external events (when and where they arise).  

Whilst the portfolio approach may be best-practice in managing assets, it requires a 

range of skills-sets that need to reside within SAT.  At minimum, it requires:  

 

                                            
36

 Minister Valli Moosa; 17 March 2003. 

37
 As a senior travel industry representative put it: “The best advertising we had was when the Rand was close to R20:GBP 

1”; November 2003. 

38
 Table A, November 2003, StatsSA. 
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Ability to Manage Portfolio’s

Understanding of watch-list marketing

Ability to analyse data, draw out “so what‟s”, and creatively apply them in-

market

Understanding of core markets

Collateral that lends itself to different target markets

Efficient communication channels with quick, responsive marketing partners 
who are able to implement the changes

Operational systems that allow speedy shifts of focus between segments / 

countries – including up to date market intelligence

Does SAT have these Does SAT have these 

Capabilities?Capabilities?
SkillSkill--Sets RequiredSets Required

 Implementation is where the rubber hits the road.  As one interviewee put it:: “In SAT there 

is a gap between understanding marketing, which is quite good, and getting to actual 

implementation, which is where the problem arises”*. This is the challenge going forward

 The underlying philosophy of a portfolio approach is to use the TGS as a guiding strategy, 

but having sufficient marketing knowledge and experience to know when to deviate:

 It should provide the freedom of a tightly defined brieffreedom of a tightly defined brief

Excellent Average Poor

*Senior industry roleplayer

  

 

The underlying philosophy of a portfolio approach is to use the TGS as a guiding 

strategy, but having sufficient marketing knowledge and experience to know when to 

deviate: It should provide the freedom of a tightly defined brief. 

Getting this right depends on the accurate flow of up-to-date market intelligence and 

other useful information. This type of user-friendly management information system 

and knowledge base is only being implemented in 2004. Once in place, it will feed 

into the measurement system. It will also need to be continuously updated. 

The organisation is still getting to grips with the portfolio approach. Whilst there are 

some innovative templates and tools to assist in implementing the portfolio approach 

(For e.g. “Developing a Radar & Early Warning System: (1) Test for “Market 

Development”39), to date, the adoption of these tools has been uneven. This raises 

the key question as to whether or not SAT as an organization is sufficiently fleet-

footed to take advantage of this strategic approach (and if not, what measures need 

to be put in place)?   

                                            
39

 In “Developing a Strategy for Africa” July 2003; SAT/Monitor 
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As one interviewee put it: “In SAT there is a gap between understanding marketing, 

which is quite good, and getting to actual implementation, which is where the 

problems arise.”40 

This issue will be more fully explored in the section on Organisational and 

Operational Issues, later in this report. 

 

Internal change management capability 

An organisation‟s capacity to change and willingness to execute is often the key 

determinant of a strategy‟s success or failure.  

The key questions to be posed here are:  

Confidential32Copyright 2004

Internal Change Management Capability

Was the impact of change on performance anticipated and catered for?

Was the change vision sufficiently communicated throughout the 

organisation?

Was there strong leadership support for the change vision?

Was sufficient analysis done to assess the type of staff, skills, 

structures and systems required to implement the TGS?

Was the TGS developed with sufficient regard to capacity in SAT and 

industry?

Key QuestionsKey Questions

 An organsation‟s capacity to change and willingness to execute is often the key

determinant of a strategy‟s success or failure

 Three key questions arise:

 The new cadre of management were eager to implement change:

 However, the rest of the organisation was suffering change fatigue (having 
undergone continual change for five years)

 Give this backdrop, the extent of change the new management team has implemented 
has been highly impressive

 Now is the time to consolidate thought, structures, systems and organisational culture

 

 

The new cadre of management in the organisation were eager to implement change; 

however, the rest of the organisation may have been suffering from change fatigue. 

In fact, the organisation has been undergoing continual change for almost 5 years, 

with numerous changes in top management (CEO‟s and Marketing Directors) and 

the attendant philosophies and different foci they bring. Implementing change is a 

                                            
40

 Interview with SAT Stakeholder; December 2003 
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long process that has to take place within defined parameters and with clear 

objectives. Until 2002, this was not the case in SAT. All this flux has left little time for 

consolidation of thought, structures, systems or organisational culture. It is with this 

as the backdrop that SAT‟s performance needs to be measured. The extent of the 

change the new management has implemented has been immense, and their 

performance is, given this context, highly impressive.   

Initially, the key challenge seemed to be the lack of a performance culture. The focus 

of management‟s attention seems to have been on clamping down on ill-discipline 

and corruption within the organisation. Only later, in 2004, was a more robust 

performance measurement system mooted and implemented. This system aims to 

link organisational objectives to job KPA‟s, and thereafter to individual assessments.  

Hence, whilst the TGS has informed both organisational structure and practice, the 

time lag is such that it is still too early to measure the effect of many of these 

changes. This will be more fully explored in the Section on Organisational and 

Operational Issues.  

 

Measurement Capability 

The TGS lacks a clear, built-in internal measurement framework. Absent clear 

measurables and impact evaluations, it is difficult) to assess whether or not the 

strategy is delivering on what it was intended to deliver.  

 

In large part, this is due to data gaps. SAT only began to measure tourist arrivals, 

and yield by segment in 2003. This data will only be available once full year figures 

are collated. Whilst this goes some way to start addressing the problem of 

measurement, the lack of clarity as to the baseline makes it difficult to do any robust 

measurement based on the TGS pre-2003.  

As demonstrated above, in order to evaluate the success (or lack thereof) of the 

TGS, one cannot rely simply on arrival or yield numbers alone as an accurate 



 70 

indicator. In order to draw any fact-based correlations between arrivals and yield 

figures, and the TGS, a range of interim measurables need to be put in place. These 

would monitor performance on a regular basis (the key success factors for the core 

activities of the organisation would be identified and measured) and by comparing 

these against SAT‟s six deliverables, a true picture of the organisation‟s 

performance/impact will emerge.  

What is required, and what SAT has recognised, is the need for, is a set of identical 

targets and line items running throughout the organisation: the action plans need to 

speak to the strategy; the financial budgeting needs to reflect not only the plans, but 

the specific segments against which they are targeted; the measurement system 

needs to measure those activities and segment results; and this needs to inform the 

employee performance management system. By way of illustration, if a campaign is 

launched in the US market against the Wanderluster segment, the financial budgets 

and marketing spend for the campaign need to monitored against the ROI of the 

different media/communication channels utilized (for example, CPR for direct mail), 

and the number of Wanderluster arrivals need to be assessed year on year (to 

determine whether or not the marketing spend had any impact). Clearly, appropriate 

time lags per segment for awareness, and thereafter conversion, need to be taken 

account of. This will allow for tighter linkages to be made between the TGS, SAT‟s 

performance and consequently the performance of its employees who should then 

be appropriately rewarded or sanctioned.  

In part, the lack of measurement data and benchmarks points to two issues: (1) an 

apparent blind-spot in the development of the TGS; and (2) to a lack of capacity in 

the organization; although this seems to be uneven. Best practice would dictate that 

prior to activating a strategy or plan, evaluation and measurement criteria that talk to 

the strategy‟s specific impact (i.e. that control and explain exogenous factors that 

may impact on the strategy‟s goals and targets)  should be in place. Absent such 

measurements, the success or lack thereof of a specific campaign cannot be 

assessed. In some markets there have been initiatives to put in place measurements 

(e.g. the German call centre); in others (such as the African portfolio) they have only 

just begun to create their own benchmarks. As one of the portfolio managers put it: 

“There are no measureables in place yet, we did not measure the press trips and in 
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fact we have not measured anything. There was not capacity to do this type of thing.” 

41 

A measurement model to track marketing measures of success is currently being 

formulated to address this lack of systematic, rigorous assessment, and should be in 

place by June 2004. The nub of this endeavour is to create a common language and 

common measurement and marketing system throughout the organisation. It aims to 

ensure that every marketing initiative links to the TGS, to the marketing strategy, and 

to the business plan. A business-defined, generic set of KPI‟s, coupled with market-

specific KPIs, will be used to assess each initiative.  This is a flexible, user-friendly 

tool that will help structure the way portfolio and country managers think: it is about 

empowering that tier of the organisation by expanding their comfort zones to enable 

them to be more effective.42 

The SRU was put in place, in part, to address the issue of organisational capacity in 

relation to research, data-collection and analysis. The Monitor Group trained the 

SRU and ensured they had the necessary templates (reporting, measurement, and 

other) to complete. To illustrate: in 2001 Monitor recommended that routine reports 

be compiled including: detailed monthly reports on the top 11 markets; detailed 

quarterly reports on growth and defend segments; an annual detailed report on all 

markets in the portfolio (including watch list markets); and a competitor 

benchmarking report.43 This is only now being properly addressed; however, perhaps 

greater priority should have been given to Management Information Systems in 

previous years. This would have made it easier to assess the efficacy of the strategy.  

In light of the urgency to “get out there” and start building consumer awareness in 

market, the fact that SAT rolled-out marketing campaigns without having any proper 

measurement systems in place is understandable. This, however, was a situation-

specific anomaly and is now being addressed. 

                                            
41

 Interview with Portfolio Manager; December 2003 

42
 Interview with Anita Mendiratta, Consultant to SAT, February 2004 

43 Sizing the Elephant: The Strategic Research Unit; Monitor Group; 2001 
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The absence of any investigation (or measure) of the return on capital employed 

makes any ROI difficult to calculate. Measurements of this sort should have been 

integrated into the strategy upfront.  

Whilst the TGS is a substantial advance for SAT and tourism in SA, it also should 

have provided the organisation with a framework to start thinking about the cost of 

acquisition of different target markets and segments; and not just the projected value 

of those markets. As noted above, the relative cost to serve each segment is not yet 

fully understood; and the work on understanding pricing relative to competitors is still 

in progress (March 2004). 

Lastly, the lack of a robust measurement system does not engender stakeholder 

confidence in the organisation. Many within the industry and amongst other 

stakeholders voiced concern at the lack of built in measureables and impact 

evaluations: to wit: what you cannot measure, you cannot manage. 

 

55..22..66..  AAsssseessssiinngg  tthhee  oouuttccoommee::    

The process of developing an international marketing strategy for South Africa 

ultimately took many years. It has been a sequence of a number of steps – some of 

which took the organisation forward, others which stalled progression. The reasons 

for the latter are numerous, and differ depending on the phase of development.  

Large amounts of resources and time were absorbed in the period 1999 to mid 2001. 

Whilst the outcomes of this period were not immediately manifested (leading some to 

believe there was wastage of resources, time, and opportunities) the platform began 

to be laid for future developments and successes. Factors that impacted on the 

strategy development process during this period included: 

 Sub-optimal management of SAT 

 Unprofessional mentality amongst some members of the organisation 

 Areas of mismanagement 

 Role players following their own agendas 
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 Decentralised structure of SAT (functional and market silos) 

 Lack of communication 

 Lack of strategic drivers 

This resulted in significant wasted expenditure in terms of the development of a 

strategy. As detailed elsewhere in this document, GTKF was employed in 2000. 

However, their work was not put to significant use. Moreover, the entire process 

(delays, going out to tender a second time, and so on) cost the organisation 

approximately two and a half years towards achieving its objectives.  

Aside from the time and money costs, the opportunity costs related to the delay may 

also be significant. These costs include: 

 Brand confusion: no clear, brand platform was being built. Rather, ad hoc 

awareness and advertising campaigns were flighted without a single golden 

thread holding them together. 

 Non-rigorous channel choice selection: SAT did not have a detailed 

understanding of its market until 2002. Any marketing expenditure prior to the 

development of an understanding can at best be described as directionally 

correct. In other words, the lack of data to underpin marketing decisions 

meant that the selection of channels and media mix was based on gut, rather 

than any analytical rigour. 

 An inability to capitalize on the „democracy dividend‟. This required focus and 

putting in place a sustainable platform. This only began in later years. 

 Marginalization of industry in terms of both perceptions and participation. 

The new management appointments throughout 2001 brought a new focus to the 

organisation and the appointment of  Monitor as consultants in May 2001 added 

significant capacity and expertise to SAT.  Monitor was an excellent choice. The 

initial months were used to complete Phase 1 of the market intelligence research 

required for the development of the TGS. The intention was to complete the work as 

quickly as possible, so as to define a clear strategy and implement activation plans.   
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In the interim though, SAT was perhaps not in a position to take full advantage of 

opportunities as they arose. Similarly, marketing spend was not targeted until June 

2002. 

A key downside to the inertia which characterized the earlier years was the impact it 

had on the “New SAT‟s” reputation as an organization in the eyes of the industry and 

broader stakeholders. The industry‟s generalized lack of confidence in the 

organization may stem in part from what was perceived as somewhat wasted years. 

This historical legacy is something SAT leadership and management need to take 

cognizance of, and work hard to address.  

The strategy that emerged, however, was value for money and proved to be of 

exceptionally quality: 

 The strategy anchored the organisation around rigorous, fact-based and 

analytically sound insights 

 The organisation became focused and directed 

 The organisation was appropriately managed with the right types of skills 

sought 

 The strategy started to drive change in the organisation (in its design and 

operations) 

 The industry developed a more favourable perception of SAT than previously 

 The organisations resources were appropriately prioritised  

 The organisation had access to a remarkable degree of market intelligence 

 

55..33..  EEVVAALLUUAATTIIOONN  OOFF  IIMMPPLLEEMMEENNTTAATTIIOONN  OOFF  TTHHEE  SSTTRRAATTEEGGYY    

As discussed in the preceding pages, and in the Organisational Review, the 

strategy‟s success in the implementation phase has been uneven. The caveat to this 

is that absent any robust measurement framework, the actual success or lack 

thereof of various campaigns is difficult, if not impossible, to assess. This section will 

attempt to do two things: (1) outline some of the primary impediments to the 
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implementation of the strategy, and explore some of these in greater details; (2) 

outline the measurement framework utilized in assessing the impact of the strategy, 

and within the constraints of the data available, provide some assessment thereof. 

 

55..33..11..  OOvveerrvviieeww  ooff  DDeelliivveerraabblleess  

 

Overview of Deliverables: BT – SAT Agreement: 

The objectives of the partnership, as set out in the agreement between the Business 

Trust and South African Tourism, were to aim to achieve a set of targets by 

December 2002. However, in the 2000/2001 period the parties agreed to hold the 

targets but move the programme from a three year to a five year project. Hence, the 

targets described below are to be achieved by the end of 2004.  

 To increase the number of overseas visitors to 2.2 million 

 To increase visitors from Africa to 6.3 million 

 To increase the total number of visitors to 8.5 million 

 To increase the number of direct tourism jobs to 426 000 

 To increase total tourism related jobs to one 1 million; and  

 To increase annual contribution to total jobs by 100 000 per annum. 

Indications as to whether or not these will be met are discussed below. 

 

Overview of Deliverables: SAT – Monitor Agreement: 

Below is an overview of the objectives, deliverables, timing, and whether they were 

achieved:  

 

Objectives Deliverables Timing Completed 

Phase 1: Setting the Playing Field:  

The overall objective of this 
stage was to focus the 

1. An overall map of 
tourism flows, patterns 

May 2001  
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Objectives Deliverables Timing Completed 

organization 
Objectives: 
1. Develop an overall data-

driven view of the world 
tourism market.  

2. Establish criteria for 
attractiveness  

3. Create a data driven short 
list of attractive source 
markets to focus on 

 

and trends within the 
global tourism industry 

2. A comprehensive 
database of foreign 
arrivals to SA from 
1998 

3. A list of 40 attractive 
countries to form the 
basis of SAT‟s 
portfolios 

4. An assessment of other 
purpose tourism sectors 
(e.g. MICE, medical 
tourism) 

 
 
 
 
 
 
 
 
 

Phases 2-3: Focus on Core Markets  

The focus of these phases 
was to build a new growth 
strategy for SAT. 
1. Produce narrower set of 

focus markets and 
understand consumer and 
channel relationships in 
these 

2. Conduct detailed 
consumer segmentation 
in the US 

3. Produce a MICE study to 
determine attractiveness 
of market and role of 
SAT.  

4. Undertake a study of the 
African tourism market to 
understand potential 

5. Build the internal capacity 
of the organization  

1. A portfolio of markets 
against which SAT 
would organize its 
marketing strategy 

2. Detailed understanding 
of the attractive 
segments in these 
markets, and how to 
activate them 

3. Detailed understanding 
of the channel in the US 
and several European 
and Asian markets 

 
 

August 2001 
– February 
2002 
February 
2002 – April 
2002 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

 
 

 
 

Phase 4: Organising to Win  

1. Deepen knowledge of 
attractive segments in the 
UK and Germany 

2. Implement marketing 
strategies in the US (and 
then in UK and Germany) 

3. Re-configure the 
organization to align with 
the strategies  

4. Deepen insights into 
African market – with 
particular focus on Nigeria 

1. Identification of 
attractive segments in 
UK and Germany, 
together with actionable 
activation strategies 

2. Channel analysis of the 
UK and German 
markets 

3. Deployment plans for 
previous work 

4. Organisational 
assessment 

April 2002 – 
December 
2002 
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Objectives Deliverables Timing Completed 

and Kenya 
 

5. Actionable activation 
strategies for attractive 
segments in Kenya and 
Nigeria 

 
 
 

Phase 4: Broadening and Deepening the Portfolio  

Objectives: 
1. Extend Phase 4 in 

assessing East and 
West Africa 

2. Develop strategy for 
France 

3. Develop strategy for 
China and Japan 
(delayed by SARS) 

 2003 – 2004  
 
 
 
 
 
 
 
 

 

Phase 5: Segment analysis – China, Hong Kong, France, Japan.  
 
Phase 6: Competitiveness study 

 
 

 

 

 

55..33..22..  OObbssttaacclleess  ttoo  IImmpplleemmeennttaattiioonn  

Impediments to the effective implementation of the strategy include the following: 

 Organisational design and structure 

 Not enough of the „right‟ people 

 Paucity of requisite skill sets 

 Non-alignment of product and service players and offerings 

 Antipathy within some elements of the channel  

 Poor knowledge management and dissemination 

 Lack of measurement tools 

 Ill-defined brand 
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55..33..33..  EEvvaalluuaattiioonn  ooff  IImmpplleemmeennttaattiioonn  aanndd  IImmppaacctt  

 

 Proposed Sustainable Measurement Framework 

SAT‟s current scorecard system provides a sound measurement platform from which 

to build a performance and accountability culture. In order to strengthen the SAT 

measurement methodology, Resolve has proposed a measurement framework that 

focuses on both institutional and individual performance measurement by 

emphasising those measures over which SAT has direct control. It is suggested that 

this will enhance management accountability and provide the organization with a 

more realistic picture of their performance relative to factors outside of their control.  

Confidential2Copyright 2004

Measurement Capability

2003/04

Since 2003 SAT has made important progress in establishing a measurement 

system for the TGS and aligning the organisation behind these goals and targets.

Recommendations for improvement:

 Arrival or yield numbers alone are not a 

sufficiently accurate indicator of success 

 It is therefore proposed that interiminterim--level level 

marketing measuresmarketing measures are given more status 

within the current measurement system:

This is a management tool for 

determining the relative effectiveness of 

different campaigns and projects

This in turn will facilitate identification of 

the marketing drivers that optimise your 

marketing effectiveness

Comparison of interim & strategic level 

measures will give a more accurate 

picture of SAT‟s performance

 It will enable more accurate & regular 

monitoring of organisational performance

 It will enhance internal accountability

Measurement work in SAT continues at paceMeasurement work in SAT continues at pace

Measurement initiatives undertaken include:

Refinement of and more regular 
completion of land and air departure 
surveys

Segmentation of core data

 In the process of establishing satellite 
accounting

 In the process establishing a marketing 
project management system

Aligning marketing activities and their 
measurement with the strategic goals –
the 2004/05 business plan

 Introduction of balanced scorecard & and 
individual performance management

 

 

In order to improve measurement, in particular, to improve the accuracy of 

measuring SAT‟s marketing impact on the TGS goals, we have proposed a three-

level measurement framework which comprises an additional level to that already in 

place (i.e. Level 1). The measurement framework proposed consists of the following 

components:  
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A three-tiered framework:  

 Level 1: These are the key areas to measure. They constitute the core 

organizational activities to which we have attached key performance 

measures. Moreover, they can be translated into individual KPIs and 

performance measures. 

 Level 2:  These are the TGS‟s strategic goals, measures, and targets 

 Level 3: These are the ultimate goals of the TGS 

The chart below locates the three-tier measurement framework within the SAT 

balanced scorecard.  

Confidential4Copyright 2004

Measurement Framework

Creativity & 

Innovation

People

Marketing

Internal 

Processes

Finance

Level 1 measures

1. Understand the market

2. Choose the attractive segments

3. Market the destination

4. Facilitate removal of obstacles

5. Facilitate the product platform

6. Monitor and learn from tourist 

experience

Level 2 measures

1. Increase arrivals

2. Increase spend

3. Increase length of 

stay

4. Reduce 

seasonality

5. Improve 

distribution

6. Promote 

transformation

Systematise Level 1 measurement - by extending the 

balanced scorecard, or through a linked uniform business 

planning format.

Level 3 measures

1. Job Creation

2. GDP Contribution

Measure core organisational activities by defining a standard 

set of measures and targets under each of these activities, 

linked to the marketing segment of the balanced scorecard.

 

 

Level 1 is proposed because, as discussed above, it will provide a more realistic 

picture of organizational performance relative to factors outside of SAT‟s control. In 

time, the ongoing measurement and comparison of Levels 1 and 2 of the model will 

expose the key performance drivers. 
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55..33..44..  AAppppllyyiinngg  tthhee  MMeeaassuurreemmeenntt  MMooddeell  

 

Level 1 

The following section is a retrospective application of the proposed measures of 

success ( Level 1 marketing measures) to SAT‟s performance. This is a summation 

of the qualitative assessment done in the main body of the report, and includes some 

quantitative data where available. However, the bulk of the data required to 

substantiate any quantitative review has either not been collected by SAT, or has not 

been made available to the Resolve Group. 

1. Main Activity: Understand the Market 

  

Measure of Success Targets Rationale for Measure 

Were markets (and segments) 
prioritised according to robust 
measures? 

A rigorous selection process 
informed by up to date market 
intelligence 

Informs effectivity of all 
subsequent marketing efforts 
(fishing where the fish are).  

Were targets met? 
 
Yes. The previous sections on strategy development outline in some detail the analytical rigour that 
went into the data collection and market prioritization process. 
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2. Main Activity: Understand the Market 

 

Measure of Success Targets Rationale for Measure 

Have SA arrivals from the selected 
markets increased relative to our 
main competitors (per market)? 
 

Arrivals from selected 
markets increased by x% 
more yoy than did those to 
our main competitors 

Measures both absolute 
numbers and relative data 
(helps factor in competitive 
landscape and exogenous 
factors) 

Were targets met? 
 
Given the available data, yes. 
 
In part of the period under investigation, 2001-2003, the most recent data demonstrates that SA 
tourism arrivals CAGR is 6%. For Australia, the comparable figure is -1.1%. Interestingly, 
however, the CAGR for both countries for the period 1998-2003 is 2.6%. It is important to note 
that this measures total tourism arrivals (land and air), and does not differentiate between 
selected markets. 
 
Arrivals to South Africa have seen good growth as compared to some competitor destinations 
that are losing volume.  
 
In 2003, core markets contributed 86% to total arrivals; with tactical markets contributing an 
additional 7%. The majority of 2003 growth (of 75 307 arrivals) came from core and tactical 
markets (90%) – as defined in the strategy.44 
 

 

 

                                            
44

 Data taken from the Global Competitiveness Study, Interim Report, May 2004 
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3. Main Activity: Choose the attractive segments 

Measure of Success Targets Rationale for Measure 

Was the yoy increase in 
arrivals from selected 
segments greater than the 
total increase in arrivals from 
that market? 
 

Selected segments are an 
increasing proportion of the 
total arrivals from that market  
 

Growing/defending specific 
customer segments is core to 
the Portfolio approach adopted 
by SAT. Hence, the yield of 
these segments and 
contribution to total arrival, 
yield and distribution figures 
needs to be tracked relative to 
other segments/non-targeted 
tourists. 

Were targets met? 
 
There is insufficient data available to assess this measure. The only segment-specific arrival 
data available is for Q1 2003. This is insufficient to allow for measurement of segment-specific 
growth. SAT intends to track segment movements on a Quarterly basis. 

 

 

4. Main Activity: Choose the attractive segments 

Measure of Success Targets Rationale for Measure 

Was marketing spend divided 
according to marketing 
objectives? 
 

Marketing spend is allocated 
to priority markets and 
segments 
 

Ensures allocation of spend is 
strategically driven 

Were targets met? 
 
Spend has largely been directed at the core markets. However, given that previous budgets 
have not been campaign/activity based, it is not possible to ascertain spend in relation to 
campaign effectiveness.  
Going forward, SAT has recognised the need to track spend against activities. 
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5. Main activity: Market the destination 

Measure of Success Targets Rationale for Measure 

Did the marketing campaigns 
achieve their objectives? 
 

Return on marketing spend 
per channel, segment & 
market. 
Set other standard campaign 
measures  

This data allows for 
measuring individual 
campaign successes; 
provides benchmark data for 
use in future campaigns; 
verifies or disproves initial 
media and communication 
plans/strategies; informs 
future channel mix and 
choice; and is a key input into 
attempts to measure ROI on 
marketing spend 

Were targets met? 
 
The data provided to the Resolve Group is insufficient to allow for any accurate comment on 
the success (or lack thereof) of the overall marketing campaigns for the period under review.  
 
Some data provided suggests good maximization of marketing spend, for example, with regard 
to many of the JMAs consummated prior to 2001 (data for future years remains unaudited).  
Other data suggests rather poor ROI of marketing spend – for example, industry provided 
rather negative feedback regarding the SAT UK Sunsation Campaign (January 2003).  
 
In sum, as this data is largely anecdotal and hasn‟t been audited, the assessment remains 
inconclusive. 

 

6. Main Activity: Market the Destination 

Measure of Success Targets Rationale for Measure 

Has SAT's R / $ value of 
media / PR leverage 
increased? 
 

Set leverage targets per 
portfolio e.g. 1:5. 
Measure proportion of 
positive versus negative 
coverage 
 

Measures extent to which 
SAT is effectively managing 
planned (and unplanned) 
media coverage. 

Were targets met? 
The data provided to the Resolve Group is insufficient to allow for any accurate comment on 
the success (or lack thereof) of the PR leverage for the period under review.  
Some data provided suggests that in some years under review, many offices did a superb job 
at leveraging PR spend (including inter alia France, Germany, Netherlands and the UK).  
Other anecdotal feedback from the industry is that in some instances, SAT was not as 
proactive at managing negative PR perceptions as they might have been (for example, in 
respect of the British tourists who died in a tour bus accident in early 2004).  
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7. Main Activity: Market the Destination 

 

8. Main Activity: Market the Destination 
 

Measure of Success Targets Rationale for Measure 

Has the SAT brand moved 
from being middle of the road 
to having a sharper USP? 
 

The % of the target market who 
place SA top of mind increased 
by X% compared to previous 
brand equity study. 
Customer responses match 
desired brand attributes. 
 

Brand awareness is a critical 
first step to requesting the 
destination (having it as one of 
the key destinations as part of 
the consideration set) and 
ultimately to conversion.  
SAT is charged with building SA 
as a top tourist destination 
brand. 

Were targets met? 
 
SA still suffers from a lack of brand awareness amongst our target consumer segments (confirmed 
by the Global Competitiveness Study May 2004). Follow on brand equity studies have not, as yet, 
been conducted. Hence, we do not have the data available to assess this measure robustly. From 
the work conducted for the Global Competitiveness Study (May 2004), it appears as though we have 
not progressed much on this indicator.  However, as discussed in the body of the report, the new 
SAT Brand launched in May 2004 appears to be an outstanding and compelling one which will 
hopefully produce the desired results. 

Measure of Success Targets Rationale for Measure 

Has the ROI on JMA‟s 
increased? 
 

% growth in ROI of JMA‟s 
yoy 
 

Measures how effectively SAT 
is implementing and 
leveraging co-operative 
marketing initiatives with 
industry players 

Were targets met? 
 
The data provided to the Resolve Group is insufficient to allow for any accurate comment on 
the success (or lack thereof) of the ROI from JMA‟s for the period under review.  
 
The last independently conducted audit of JMA‟s (conducted by KPMG) includes only 
agreements concluded by end December 2000. Whilst ROI targets for JMA‟s are incorporated 
in the proposals, the outcomes of these agreements are not available to us and therefore we 
are unable to confirm whether or not these were achieved. 
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9. Main Activity: Facilitate the removal of obstacles 
 

 

 

10. 
Facilitate 

the 
product 

platform 
 

11. 
Main 

Activit
y: 

Facilit
ate the 
Produ

ct 
Platfor
m 

 

 

Measure of Success Targets Rationale for Measure 

Has SAT reduced the 
obstacles to achieving the 6 
TGS objectives, in each 
portfolio? 
 

These need to be portfolio / 
market specific: for e.g. 
Visa's; air constraints; 
hurdles to transformation. 
 

Access to the product 
(including visa‟s, flights, 
accommodation, trade 
channel, broader 
perceptions of destination) 
is one of the macro drivers 
of performance. Facilitating 
this access is one SAT‟s 
core responsibilities. 

Were targets met? 
 
As discussed previously in the report, SAT has not explicitly been tracking this measure. 
The data provided to the Resolve Group is thus insufficient to allow for any accurate 
comment on the success (or lack thereof) of facilitating access for the period under 
review.  
 

Measure of Success Targets Rationale for Measure 

Has SAT's relationship with 
the trade / channels 
improved? 
 

Country engagement targets 
with trade / channel are met. 
Country Office ratings by the 
trade increase by X% yoy 

Delivery of the SAT strategy 
rests in part on securing 
access to the right channels, 
aligning product and service 
delivery, and marketing 
efforts. 

Were targets met? 
 
This has been discussed extensively in the main body of the report. To reiterate, our 
summary conclusion is that absent a robust feedback mechanism (for e.g., questionnaires), 
the assessment of the success of this measure is necessarily qualitative. From our 
interviews, it appears as though this relationship is uneven: in some countries/markets, for 
example, Germany, SAT‟s relationship with key members of the trade is healthy; in others (in 
particular with some members of the local trade) less so (See Section 1.1.3.2., Consultation 
within Industry) 
 

Measure of Success Targets Rationale for Measure 

Has SAT's relationship with 
the provincial tourism bodies 
improved? 
 

Provincial tourism strategies 
are aligned with SAT 
strategy.  
Portfolio engagement targets 
with provinces are met 
 

Delivery of the SAT strategy 
rests in part on developing 
robust relationships with 
provinces who play a key role 
in aligning product and 
services and provincial 
marketing strategies 

Were targets met? 
 
This has been discussed extensively in the main body of the report. To reiterate, our summary 
conclusion is that absent a robust feedback mechanism (for e.g., questionnaires), the 
assessment of the success of this measure is necessarily qualitative. From our interviews, it 
appears as though this is still a relationship in progress (Section 1.1.3.4., Consultation with 
Provincial Government, refers). 
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12. Monitor and learn from tourist experience 
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ame within which the original Business Trust/SAT targets were to be achieved 

moved from three to five years, and will now only be assessed at the end of 2004.  It 

should however be noted that the targets that were set were not based on 

comprehensive and informed data.  In fact, the figures arrived at were at best 

indicative or informed guesses rather than researched measureables. 

From 1999-2003, SA tourism has shown many successes. In large part due to the 

success of the partnership, tourism has become an important contributor to South 

Africa achieving its national goals.  It is estimated that between 1999-2003, 68 380 

new jobs were created; and in 2003/04, tourism contributed R72.3bn to GDP.45 

Overseas arrivals to SA have shown good growth vis-à-vis some competitor 

destinations that are losing volume. Between 2001-2003, the SA tourism arrival 

CAGR was 6%. Despite this, however, initial measures indicate that the adjusted 

Business Trust targets will probably not be met by the end of 2004.  

                                            
45

 Monitor Group; Global Competitiveness Study; Preliminary Executive Summary; May 2004 

 

Measure of Success Targets Rationale for Measure 

Have tourists had a better 
experience (on average) than 
in previous years? 
 

Positive tourist responses on 
departure surveys increase 
by x% yoy.  
Tourist complaints yoy are 
down and different from those 
a year ago. 
Increases in no. of tourists 
converted into purchases via 
SAT selected communication 
channels (e.g. word of mouth, 
advert etc) 
(High yield) repeater rates 
increase. 

SAT has a responsibility to 
monitor tourist experiences in 
order to inform strategy and 
product/service alignment.  

Were targets met? 
 
The Global Competitiveness Study (May 2004) notes that we do manage to satisfy tourists 
needs, and that the vast majority indicate that they will definitely return to SA, and recommend 
SA to their friends. 
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The target for arrivals is to increase the total number of overseas visitors to 2.2 

million by December 2004. There were a total of 1 943 412 overseas arrivals in 2003 

(an increase of approximately 4% from 1 862 700 in 2002). Assuming another 4% 

increase (which, given recent data showing more muted increases, may be 

optimistic), this would total just over 2 million, a couple hundred thousand short of 

the target. Nevertheless, given that there was continued growth year on year against 

a global slump in travel and tourism, this remains an impressive performance and 

SAT should be commended for this achievement. 

A similar pattern manifests in the target for visitors from Africa (to increase these 

numbers to 6.3 million by end 2004). In 2003, there were 4 519 616 visitors from the 

rest of Africa, representing a negligible 0.001% increase on the 4 513 694 visitors in 

2002. An increase of 139% of so is required to meet the 2004 target, indicating that 

in all likelihood, this target will also not be met. However, the initial target set focused 

primarily on volume, rather than on yield. This target may have been unrealistically 

high, and even if achieved, may not have increased overall tourism yield.  

The targets for job creation were: to increase the number of direct tourism jobs to 

426 000; and to increase total tourism related jobs to one 1 million. This target has 

already been met: the HSRC estimates that the total number of people employed in 

the tourism industry (both formal and informal jobs) is 1 147 980.46 Additional BT 

targets were to increase tourism‟s annual contribution to total jobs by 100 000 per 

annum. This target has not been met. On a cumulative basis, HSRC estimates that 

between 1999/2000 and 2003/2004 only 68 380 new jobs were created.47 Given the 

acute need for job growth in the economy generally, this still represents a major 

contribution. 

 

                                            
46 HSRC, Human Resources Development Review, 2003 

 

47 HSRC, Human Resources Development Review, 2003 
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55..44..  SSUUCCCCEESSSS  DDIIFFFFEERREENNTTIIAATTOORRSS  

55..44..11..  DDaattaa  GGaatthheerriinngg    

Compared to other tourism organisations, and indeed to many private sector 

companies involved in the industry, the research and data collection effort 

undertaken in the last few years deserves high praise.  

SAT has one of the best, if not the best, global data base on African tourists 

(particularly those from Nigeria and Kenya), including an understanding of their 

needs, purchasing behaviour, and drivers.  

Given that the tourism industry is a relatively immature industry, the availability of 

data is a key challenge facing tourism players. The WTTC and WTO data provides 

good directional trends, but not necessarily the robustness of figures industry and 

government are looking for. Moreover, Tourism Satellite Accounting has not, as of 

yet, been implemented. The SAT data collection effort has begun to fill this gap. The 

type of data collected can provide the industry with much-needed insight into 

customer segments (purchasing behaviour, needs, desired benefits); competitor 

strategies (at a destination level); and arrival and yield figures (including provincial 

distribution, length of stay, and seasonality). The competitiveness benchmarking 

work currently being undertaken will further augment SAT‟s database – this time 

from the supply-side. This information will be of particular use to both government 

and industry, as it deals with or will cover tourism‟s contribution to job creation; yield 

per job; and both industry and firm level dynamics. The key challenge is to make this 

data more widely available to industry on a regular basis.  

55..44..22..  QQuuaalliittyy  ooff  tthhee  SSeeggmmeennttaattiioonn  

The value of the segmentation is that it goes beyond merely identifying customer 

segments. It constructs data-rich customer portraits that attempt to explain and 

predict customer behaviour in market. This is of particular importance in helping 

devise marketing campaigns that will not only penetrate the communication clutter, 

but will do so in a compelling way that leaves the target market with a clear sense of 

what is being offered, and why it would benefit them / meet their needs.  
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This segmentation work was pivotal in shifting the organisation from a product-

focused to a consumer-focused orientation. It is also the starting point around which 

the portfolios are constructed, budgets allocated, and campaigns launched.  In this 

sense, it provides a guiding discipline to the organisation, and merges an analytical 

framework with practical activation strategies. 

 

55..44..33..  TTrraannssffoorrmmaattiivvee  OOrrggaanniissaattiioonnaall  EEffffeecctt  

The TGS provides the organisation with a tool to structure thinking. It brings a rigour 

to organisational decision-making that was previously lacking. Moreover, it 

encourages a business-oriented view of the world, which is especially helpful in 

guiding both marketing focus and spend allocation. It has helped to vastly improve 

the quality of the organisation‟s decision making.  

Importantly, the TGS has helped transform SAT from a parastatal steeped in 

bureaucracy to a marketing organisation with a greater ethos of professionalism. The 

TGS has become the core around which the business defines its goals, and 

measures its success. It guides day-to-day decision making and focus. In this sense, 

it has achieved that longed-for, but oft missed, Holy Grail of strategy development: to 

become a living, breathing strategy.  

 

55..55..  CCOONNCCLLUUSSIIOONNSS  AANNDD  RREECCOOMMMMEENNDDAATTIIOONNSS  

The TGS was but one component of a broader process of restructuring a reactive, 

product-driven organization into an agile, responsive business that is able to respond 

to and take advantage of opportunities that present themselves in the market. The 

implications of this broad-based approach include: 

 Implementing a Portfolio Approach 

 Centralising Strategy Development 

 Tackling Relationships – in particular with Product Owners and the Channel 

 Success Evaluation (Projects) 

 Marketing and Management of Brand 
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 Stakeholder Management 

 Research 

The TGS was thus much more than a strategy. Its impact has been wide-ranging, 

which is even more impressive given that it was developed whilst the organisation 

itself was being reconfigured. What has been achieved, under the circumstances of 

frequently changing management, lack of information systems and ongoing 

restructuring is remarkable. 

The TGS was robust at setting objectives, defining the problem, conducting a market 

and situation analysis, segmenting the customer base, and in generating options as 

to where to compete. It was highly successful in providing SAT with a common set of 

strategic goals and business objectives against which to organise. 

However, challenges remain. These include: 

 Ensuring the entire organisation has the capacity to implement, particularly in 

the context of portfolio management. Included in this is the need to design 

implementable activation plans that speak directly to the business plan and 

marketing strategy, and are clearly aligned with the TGS objectives.  

 Monitoring results. As noted in the report, the lack of clear measurement 

disables attempts to clearly identify where the strategy is having the most 

success, and where adjustments should be made.  Many claim it‟s too early 

for the TGS to have had an impact. There is debate as to when one can 

legitimately assess an ROI: some claim this is 12-18 months down the line; 

whilst others insist the cycles of getting a ROI are longer. Some in industry 

believe a minimum of 2-3 years is required to become top of mind in customer 

decision sets. As a top industry player puts it: 

In assessing the strategy, the key question will be in its execution. It’s too early to tell 

based on implementation to date. Any assessment would be based on gut feel rather than 

fact48.  

                                            
48 Interview with Key Industry Representative; November 2003 
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 Product and service alignment: until now, the supply side of the equation has 

been largely overlooked. Given the dearth of tourism data, the industry – 

including SAT - does not have a clear fix on the number of product and 

service providers (this extends to not knowing how many beds are available, 

in which provinces, and other such questions). This implies that whilst SAT 

may have identified the most valuable segments to target, the products and 

services needed to (a) get them to purchase SA; (b) to have a good 

experience whilst in country; and (c) to return and/ or recommend the 

destination to family and friends, are not necessarily in place.  

An oft-cited example is that of the lack of sufficient culturally-authentic 

experiences. The segments targeted by the TGS are worldly, savvy travellers 

who seek a unique mix of authentic „African‟ adventures; they want to engage 

the destination (learn about the culture and meet local people). The lack of 

such experiences means a disconnect between what our customers are 

looking for (and what we are promising them); and the experience. This is an 

area that is top priority for SAT to address in 2004. 

 Clarifying SAT‟s role within the industry more broadly. Is it the role of the 

organization to develop a strategy and allow other tourism organizations to 

make of it what they will? Or is it more appropriate that SAT takes on a much 

larger role in terms of ensuring coherence of marketing efforts, solidifying the 

South African brand, and assisting different organizations to cooperate 

effectively? It seems more appropriate for SAT to occupy the latter role. 
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666...   OOORRRGGGAAANNNIIISSSAAATTTIIIOOONNNAAALLL   RRREEEVVVIIIEEEWWW   

 

66..11..  IINNTTRROODDUUCCTTIIOONN  

One of the classic definitions of strategy (as coined by Alfred Chandler who is 

recognized as one of the early protagonists in the field of strategy) provides that 

strategy is “The determination of the basic long-term goals and objectives of an 

enterprise, and the adoption of courses of action and the allocation of resources 

necessary for carrying out these goals”. The implication here is that whatever the 

strategy, there needs to come a time when the organization will need to put its 

strategies into practice i.e., to implement them. This section of the report will 

examine and provide critical analysis of the essential building blocks that SAT has 

designed, adopted and institutionalized in order to realize the objectives that have 

been set out in the Tourism Growth Strategy. The merits of the strategy were 

discussed in a previous chapter, therefore this section of the report will confine itself 

to issues pertaining to implementation as represented in diagram 1 below.  
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Diagram 1: Focus of Analysis 

         

The diagram implies that, in order to achieve a defined set of objectives (increase in 

arrivals, increase in spend, etc.), a strategy that will focus and provide SAT with 

direction needed to be: (1) conceptualized, (2) developed, (3) implemented, and (4) 

monitored against the objectives which in this case happen to form part of national 

government‟s tourism imperatives. By and large, the research undertaken by 

Resolve and the feedback obtained from a wide range of tourism industry 

stakeholders points to a very rigorous, data-driven, and relevant strategy, which is a 

significant improvement compared to the „strategy‟ of former years. However, like 

any other organization - whatever strategy is adopted, whether it be a „Volkswagen‟ 

or a „Rolls Royce‟ – success is dependent on the type of organizational structure and 

capacity in place. This section of the report will therefore examine and assess the 

following implementation areas: 
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 the organizational structure that has been developed to support the 

implementation of the Tourism Growth Strategy; 

 the human capital factors that have a direct bearing on SAT‟s ability to effectively 

implement the strategy. These will include the manner in which employees are 

recruited, motivated, developed, and retained; 

 the human resource systems and processes such as performance management, 

delegation of authority and policies and procedures; and  

 the corporate governance mechanisms that have been put into place.    
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66..22..  OORRGGAANNIISSAATTIIOONNAALL  DDEESSIIGGNN  

 

Organisational design refers to the process of creating organizational structures. It is 

the process through which an organization organizes itself, its resources and its 

activities in order to deliver its strategic objectives more effectively. Its primary aim is 

to control, eliminate, or at least reduce the uncertainty in the behaviour of employees 

with respect to roles, responsibilities, and reporting relationships. In essence, it can 

be defined as the anatomy of the organization, and serves as the framework for the 

activities of an organization.  

 

In order to understand the current structure at SAT, both in theory and practice, it is 

necessary to detail the structural history of the organization which will shed some 

light on the reasons that led to the reconfiguration that took place in 2002. 

Historically, SAT was organized along functional lines as depicted in diagram 2 

below.  

 

 

 

Diagram 2: High-level SAT Organisation Structure Prior to 2002 

 

  

This type of structure (as depicted above) is the most common form of organizational 

structure. In this type of structure, specialist resources are grouped into functional 

units such as Finance, Administration, Human Resources, and Marketing. The table 

Board of Directors

Chief Executive 
Officer

Finance Function Marketing Function Corporate Affairs 
Function

Board of Directors

Chief Executive 
Officer

Finance Function Marketing Function Corporate Affairs 
Function
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below lists some of the advantages and disadvantages of this type of organizational 

structure. 

 

Advantages 

 

 Disadvantages 

 Simple and clear responsibilities  Coordination and communication 
flow is difficult 

 

 Central strategic control  Encourages inter-functional rivalry 

 Functional status recognised  Strategic change may be slow 

 Reporting relationships clearly 
defined 

 

 Hierarchical in nature and hampers 
quick decision-making 

 Specialist skills grouped together in a 
logical manner 

 

 

 Career paths and career progression 
opportunities clearly defined 

 

  

 

An additional dimension of the former structure, which is indicative of SAT‟s 

operations was the „division of labour‟ in terms of geographical hubs. Therefore, the 

structure featured 5 hub managers who were located in markets but reported to the 

Chief Marketing Officer who in turn was positioned at Head Office. It is important to 

note that during this period, i.e., prior to 2002, tourism markets were approached 

from a geographic perspective and strategic choice-making was at the level of the 

hubs.     

 

As conventional wisdom dictates, SAT conducted a thorough investigation of the 

organizational structure after the completion and the approval of the Tourism Growth 

Strategy. The purpose of this investigation, which also involved consultations 

throughout SAT‟s offices, was to unveil the problems associated with the 

organizational structure at the time and to use the findings (of the investigation) to 

build a new structure that represented best-fit with the Tourism Growth Strategy. 
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Therefore, the approach followed convention, i.e., develop strategy and then design 

the appropriate structure.  

 

 

66..33..  FFIINNDDIINNGGSS  FFRROOMM  TTHHEE  OORRGGAANNIIZZAATTIIOONNAALL  DDEESSIIGGNN  IINNVVEESSTTIIGGAATTIIOONN  

 

The findings that are discussed below are extracted from the investigation that was 

carried out by SAT and Monitor Group. They represent a sample of the key findings 

that relate specifically to the organization structure prior to the roll-out of the new 

one. These are some of the views that were expressed:  

 

 Different parts of the organization were developing strategy in isolation resulting 

in an uncoordinated and inefficient process. 

 Key decisions, particularly those pertaining to marketing and finance were 

decentralized. 

 Country to head office process issues revealed misalignment around strategic 

and operational roles between executive functions. 

 The structure was focused around historical key functions e.g., trade and 

consumer events/relations rather than being configured to deliver against the 

strategy. 

 Roles and responsibilities, particularly at executive level, were not clearly defined. 

 Job scope (in the country offices) is often seen to be too broad and poorly 

defined thereby leading to job scope creep. 

 Lack of clarity in the separation of management and control rights between the 

country offices and Head Offices was detected.  

 Implementation rights were the only rights vesting in the country offices resulting 

in feelings of disempowerment. 

 Job descriptions and formal areas of responsibility tended to evolve to fit 

individuals. 

 Processes involved in upward career mobility were seen as not being 

transparent. 
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 The structure did not facilitate the integration of learning and knowledge sharing 

from Head Office to the country offices and vice versa. 

 Various bottlenecks and inefficiencies in key processes were identified. 

 

Based on the responses provided by those who participated in the investigation, it is 

evident that the structure was fraught with many ills. However, it should also be 

recognized that much as the organizational structure had its limitations, it would be 

inaccurate and dangerous to attribute all the organisation‟s troubles (at the time) 

solely on the structure.  Various other factors, uncovered by the Resolve Group 

during the information gathering phase may have also contributed to the state of 

affairs at SAT prior to 2002. These factors are summarized below: 

 

 For a very long time, at least until Minister Valli Moosa took over the tourism 

portfolio in government, there was no culture of accountability within SAT. 

 There was no sound reporting framework and corporate governance was not top 

of mind i.e., it was not given the status that it deserved. 

 Leadership was sorely lacking. There were not enough skilled leaders at the top 

to manage the transition from a bureaucratic institution to a true marketing 

agency.  

 Furthermore, the composition of the board was inappropriate. The size of the 

board was too large and, it is alleged, that certain of the board members had 

vested interests that ultimately inhibited the organization from realizing the true 

potential and benefits of tourism.      

 Financial management processes were chaotic, for example, there were no 

logical processes to do budget allocations. 

 Question marks regarding the organisation‟s audits were continuously raised.  

 The organization‟s focus and the manner in which it was structured, was not 

aligned to government‟s „new‟ thinking and how it wanted to promote and elevate 

the status of tourism as one of the key economic sectors. For example, it is 

reported that prior to the development of the Tourism Growth Strategy, SAT 
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primarily focused on low-value added activities such the registration of tour 

guides, grading of hospitality establishments, and the like.     

 A lot of basic management structures/systems did not exist. For example, 

business planning was not done, and for a period of time SAT‟s cash-flow status 

was not known. This served to undermine SAT‟s credibility with the industry as 

contractors struggled to get their money out of the organization.  

 The organization did not have an HR function, and as consequence, HR hygiene 

factors such as policies and procedures, standardized employment contracts, 

and individual development plans were not in place.  

 Furthermore, prior to 2002, employees did not receive annual increases for two 

consecutive years. The combination of these factors contributed to low levels of 

staff morale.      

 The organization lacked people with business expertise and skills. 

 SAT was not optimally resourced and this led to the undermining of critical 

management functions. 

 Communication and knowledge sharing between Head Office and the country 

offices (and vice versa) was poor.   

 The structure (hub system) encouraged the creation of fiefdoms with very little 

accountability to Head Office. Decision-making on key issues such financial 

management and strategy were decentralized. Head Office had very little control 

over what happened in the regional offices.  

 There were no clear business/marketing targets. The organization operated in a 

vacuum and most marketing activities were reactive and largely supply-side 

focused interventions. 

 The organization had not developed a brand, and there were no procurement 

systems and a website.  

  The findings from the organizational design review and the prevalence of 

organizational and systemic ills provided SAT with the impetus to redesign the 

organization structure. The resulting structure is informed by the following strategic 

imperatives: 
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Diagram 4: SAT Strategic Imperatives and Related Organisational Implications 

Prepared by SAT/Monitor Group – Integrated Findings of the Organisational Strategy for SAT 
– October 2002 

 

       

 

Organisational design does not take place in a vacuum and should not be viewed as 

an end in itself, but rather as a process aimed at helping SAT to realize its goals. 

The structure that is adopted must ultimately support the organisation‟s strategic 

objectives. In addition to the strategic considerations, organizational structures have 

to facilitate the balancing of many internally and externally induced forces and the 

counter-pressures that arise because of them. It is important to recognize that a 

myriad of factors may influence the appropriateness of an organization structure. 

Guiding principles include, but are not necessarily restricted to the following: 

 

 

Simplicity 
 is the structure understood and can it be operated 

by those involved? 

Reporting relationships  are the reporting relationships logical?  

 In order to manage the portfolio approach, strategy development is 
centralised and is informed in a data driven way by the Strategic Research 
Unit

Centralised Centralised 
Strategy Strategy 

DevelopmentDevelopment

 In order to manage the portfolio approach, strategy development is 
centralised and is informed in a data driven way by the Strategic Research 
Unit

Centralised Centralised 
Strategy Strategy 

DevelopmentDevelopment

 The organisation was historically reactive in trade relationships.  SAT 
needs to be proactive in fostering relationships with trade partners that 
serve targeted segments and provide the best yield for marketing spend

Trade Trade 
RelationshipsRelationships

 The organisation was historically reactive in trade relationships.  SAT 
needs to be proactive in fostering relationships with trade partners that 
serve targeted segments and provide the best yield for marketing spend

Trade Trade 
RelationshipsRelationships

 The organisation is no longer managing markets, but a portfolio of 
segments that meet different key objectives.  These segments need to be 
managed across geographical territories

Portfolio Portfolio 
ApproachApproach

 The organisation is no longer managing markets, but a portfolio of 
segments that meet different key objectives.  These segments need to be 
managed across geographical territories

Portfolio Portfolio 
ApproachApproach

 Success along several dimensions will need to be actively assessed 
through a variety of monitoring and tracking systems

Success MetricsSuccess Metrics
 Success along several dimensions will need to be actively assessed 

through a variety of monitoring and tracking systems
Success MetricsSuccess Metrics

Management of Management of 
the brandthe brand

 A consistent management of the tourism brand across the value chain will 
be one of the core focus areas for the organisation

Management of Management of 
the brandthe brand

 A consistent management of the tourism brand across the value chain will 
be one of the core focus areas for the organisation
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Pointedness 

 how focused is the structure on what it takes to 
succeed in its particular industry? Do at least two-
thirds of the activities it provides support critical 
capabilities? 

Scale  how big is the organization? 

Span of control 
 is the ratio of employees that a manager supervises 

(excluding secretaries or administrative staff) 
appropriate? 

Permeability 
 how easy is it for ideas and knowledge to flow 

across the organization?  

 

 

SAT‟s proposed organizational structure will be reviewed in relation to these 

organizational design principles and particular attention will be given to those areas 

that do not comply with best practice or present the best fit to the Tourism Growth 

Strategy. The organisation‟s redesigned structure is presented below. The main shift 

represents a change from the hub model to the portfolio approach.   

 

Office of the CEO: 7 Full-Time Equivalents (FTE’s) 

 



 102 

 

 

 

Minister

SAT Board

CEO

COO

Board Secretary

Personal Assistant

Personal Assistant

Audit Sub Committee2 X Internal Auditors



 103 

 

Head Office Finance: 26 FTE’s   

 

 

 

 

Chief Financial Officer

Manager: Finance
Manager:

Administration

Personal Assistant

Manager: Payroll
Management

Accountant
Financial Accountant

3 X International

Office Clerks

2 x Creditors Clerks

Cashbook Clerk

Debtors/Fixed Assets

Clerk

Contracts Attorney Logistics Manager

Ordering/Liabilities

Provision Clerk

Building/Maintenance

Officer

Machine/Post

Operator

2 X Refreshment

Officers

Contract/Document

Management Officer
2 X Drivers

 2 X Receptionist/

Switchboard

Operators
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Research and E-Business: 13 FTE’s (Excluding Contractor)  

 

 

 

 

Chief Research Officer

Manager: Research E-Business Manager

Project Administrator

Senior Researcher

2 X Researchers

Research Assistant

Administrator: Library

Webmaster

Content Editor

Web Developer

Database

Administrator

Contractor
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Head Office Marketing: 12 FTE’s  

 

 

 

PR & Communications: 4 FTE’s  

 

 

Human Resources: 4 FTE’s 

 

 

Chief Marketing Officer

Visual Identity

Manager

International Mice

Manager

Marketing

Campaigns Manager

Executive Project

Manager

Senior Project

Manager: Guest

Programmes

Project Manager:

Meetings &

Conferences

Project Manager:

Incentives &

Exhibitions

Aministration

Assistant

Personal Assistant

Project Manager:

Guest Programmes

(Europe & Africa)

Project Manager:

Guest Programmes

(Americas, UK &

Asia)

General Manager: PR &

Communications
Personal Assistant

Project Manager:

Communications

(UK/USA/Europe)

Project Manager:

Communications

(Asia/Africa/

Domestic)

General Manager: Human

Resources
Personal Assistant

Human Resources

Manager

International HR

Consultant
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Americas & UK Portfolios: 17.5 FTE’s  

 

 

 

 

Portfolio Manager: Americas

& UK

Country Manager UK
Country Manager

USA

1/2 Personal

Assistant

Trade Relations

Manager

Marketing

Communications

Manager

MICE Manager Finance Manager

General Office

Assistant

Receprionist/

Switchboard

Operator

Personal Assistant Personal Assistant

MICE Manager

Marketing

Communications

Manager

2 X Trade Relations

Managers (E Coast &

W Coast)

Finance Manager

Receptionist/

Switchboard

Operator
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Europe Portfolio: 20.5 FTE’s  

 

 

 

 

Portfolio Manager: Europe

Country Manager:

Germany

2 X Country

Managers:Netherlands

and Italy

Country Manager:

France

1/2 Personal

Assistant

Personal Assistant

Trade Relations

Officer

Marketing

Communications

Manager

MICE Manager

Finance Manager

General Office

Assistant

Receptionist/

Switchboard

Operator

2 X Trade Relations

Officers

2 X Receptionists/

Switchboard

Operators

Trade Relations

Manager

MICE Manager

Finance Manager

Marketing Assistant
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Asia Portfolio: 12.5 FTE’s 

 

 

 

 

 

Africa Portfolio: 3.5 FTE’s 

 

 

 

 

Portfolio Manager: Asia

2 X Country

Managers: Japan/

India

Country Manager:

Australia

Country Manager:

China

2 X Trade Relations

Managers

2 X Finance

Managers

Trade Relations

Manager

Receptionist/

Switchboard

Operator

Receptionist/

Switchboard

Operator/Interpreter

1/2 Personal

Assistant

Portfolio Manager: Africa

2 X Trade Relations

Managers

1/2 Personal

Assistant
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Strategic Relations: 3 FTE’s 

 

 

 

 

 

Domestic Marketing: 6 FTE’s 

 

 

 

 

Portfolio Manager: Strategic

Relations

Fundi Manager

Marketing Assistant

Portfolio Manager: Domestic

Marketing

Channel Manager
Experience Delivery

Manager

Project Manager:

Domestic Marketing

Public Relations

Manager

Marketing Assistant
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On the surface, SAT‟s new structure seems appropriate especially when viewed in 

relation to the organisation‟s mandate of marketing South Africa as a preferred 

tourist destination. The bulk of resources are located in the marketing function. 

Another glaring feature of the structure is the size of Head Office. 63% of the staff is 

based at Head Office. All of these, and other structural features are discussed below.    

 

 

66..33..11..  SSiimmpplliicciittyy  

 

SAT‟s approved organization structure, i.e., the one depicted above, does not 

represent a radical departure from the previous arrangement. Besides being 

informed by the new set of strategic imperatives, it is evident that on the whole, 

practical applicability was a key consideration in the design of the organization 

structure.    

 

66..33..22..  RReeppoorrttiinngg  RReellaattiioonnsshhiippss  

 

On the whole, reporting relationships seem logical i.e., activities that are similar in 

nature or that fall within the same discipline, have been clustered together.  

 

66..33..33..  PPooiinntteedd--nneessss  

 

At a glance, the organizational structure which is marketing-centric demonstrates a 

strong alignment with SAT‟s primary reason for existence. However, the strategy-

structure fit particularly in the US has some obvious gaps. For the US Office, which 

services the biggest potential market by size, a geographic-matrix structure was 

adopted. It is worth noting that this type of structure was not originally put forward as 

the first-choice structure, i.e., one that represented best-fit with the new strategy. The 

recommendations emanating from the SAT/Monitor study on the most viable options 

for a new organization structure in the USA favoured a type of structure that reflected 

and focused on the market segments agreed on. Therefore, the most glaring 

limitation in the current USA structure is the lack of focus on the target segments 

which form the basis of the Tourism Growth Strategy particularly in the US market. 
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The SAT/Monitor Group study recognized this limitation and states in the 

Organisation Design Draft Report of 2002 that “… because the Trade Relations VP 

and managers are organized geographically, they are responsible for developing 

relationships across Target Segments, rather than focusing on a particular Target 

Segment; this may pose a significant challenge to effectively implementing the new 

growth path strategy”. The report further states that “… the external message sent to 

the trade may deemphasize the Target Segment strategy in exchange for 

geographic focus and cost reduction”.  

 

There may have been legitimate business reasons for settling on the geographic-

matrix structure in the USA.  It appears that the key motivation was informed by cost-

effectiveness of the structure and the fact that it did not present such a radical 

departure from the previous structure, and therefore, the least organizational 

turbulence.  

 

66..33..44..  SSccaallee  

 

The size of Head Office, which in theory should be engaged in limited international 

marketing activities, is a matter of concern. Good business practice dictates that the 

majority of resources should ideally be located at the „coal face‟ i.e., where SAT‟s 

customers are to be found, while Head Office should operate with a lean, yet 

effective workforce, that is competent enough to provide the requisite support 

needed by the country offices. As at the end of 2003, the Head Office headcount 

stood at 81 while 48 employees were located overseas. This figure excludes the two 

employees working at Head Office who are serving the Africa portfolio. The portfolio 

head for Africa has not been excluded as all portfolio managers are located at Head 

Office. The Head Office staff complement corresponds to that of the Australian 

Tourist Commission (88), however, the bulk of the Australian Tourist Commission‟s 

workforce (105) are stationed in 13 overseas locations as depicted in the diagram 

below.  

 

Furthermore, an examination of SAT‟s the 2002 Employment Equity Report 

confirmed the suspicion that the organization is administration heavy. At the time that 

the Employment Equity Report was submitted to the Department of Labour, i.e., in 
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October 2002, 48% of SAT‟s Head Office workforce (according to the categorization 

in the EE Report) performed administrative and support activities. The latest 

organogram (December 2003) shows an improved ratio with administration staff only 

constituting 38% of the total Head Office headcount. The average ratio of 

administration staff to professional/management staff for organisations with a 

headcount of between 1 – 500 is 1:4 whereas best-in-class organisations have a 

ratio of 1:10. 

 

 

66..33..55..  SSppaann  ooff  CCoonnttrrooll  

 

The span of control is the number of people that can be effectively managed by any 

one manager. By all accounts, the span of control at Head Office and in the Country 

Offices seem appropriate. The exception is the Chief Marketing Officer who is 

expected to manage and directly supervise 11 subordinates. It is important to note 

that even though there are no clear-cut rules regarding span of control (beyond what 

is practical) a lot of the literature in this field advocates a ratio of between 4 – 8 

subordinates per manager. Over the years, however, there have been so many 

differing views about the optimum size of the span of control that the unavoidable 

conclusion is that it is a case of „horses for courses‟. The ideal span is determined 

partly by the nature of work involved. As a general rule the greater the level of 

supervision required, the smaller the span. Whereas, in cases where the work is 

clearly defined and requiring little regular oversight, the span of control can be large. 

As the span of control gets larger, it exponentially increases the number of 

relationships between individuals within each management cell. SAT needs to pay 

attention to this factor and ensure that the Chief Marketing Officer is not overly 

63%

37%

Head Office Staff International Staff

SAT 2003 ATC 2003

46%

54%

Head Office Staff International Staff
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burdened with management responsibility at the expense of providing effective 

strategic direction to the organisation‟s core business.             

 

66..33..66..  PPeerrmmeeaabbiilliittyy  

 

The organization structure needs to give more attention to permeability i.e., ideas 

and knowledge flow across the organization. Knowledge sharing between Head 

Office and the country offices (and vice-versa) has not always been optimal. The 

redeployment of portfolio managers to Head Office (even though motivated by a 

sound business case) may serve only to compound the problems as this will 

concentrate the decision-making in Head Office and reinforce the isolation 

experienced by the country offices. In a recent „Best Companies To Work For 

Survey‟ conducted by Deloitte & Touche, SAT employees highlighted communication 

as one of the most threatening organizational weaknesses. With the exception of the 

matrix structure in the US Office, which is designed to facilitate close coordination 

between functions, it is not apparent how the overall structure is geared towards 

improving communication or the transfer of knowledge, especially between Head 

Office and Country Offices.  
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66..33..77..  SSttrruuccttuurraall  EEffffiicciieennccyy  RRaattiinngg  

 

Based on the organizational design principles discussed earlier, and alignment to the 

Tourism Growth Strategy SAT‟s revised structure rates as follows:   

 

 

There is no doubt that a process which has allowed employees or managers to make 

a contribution to the ultimate outcome will result in a far more motivated workforce 

who will put more subsequent effort into making the changed structure work.  In 

contrast, a group or an individual who feels excluded from the process will be far 

more likely to question the legitimacy of the outcome and to obstruct efforts to 

implement it.  Accordingly, good process not only makes for efficient working 

practice, it also strengthens the outcome.  It is an essential ingredient for a durable, 

long-term organisation.  

 

The information gathering phase confirmed that SAT consulted widely during the 

redesign of the organizational structure. All SAT‟s offices were given more than one 

opportunity to contribute to the final outcome. Where employees were directly 

affected by the proposed structural changes, one-on-one discussions were held. 

Clearly, this bodes well for the roll-out of the organization structure and the Tourism 

Growth Strategy.    
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66..44..  HHUUMMAANN  RREESSOOUURRCCEE  SSYYSSTTEEMMSS  AANNDD  PPRROOCCEESSSSEESS        

 

As stated above, changes in strategy may necessitate reorganization, which 

provides the foundation for implementation. However, the process of strategy 

implementation relies on human resources to carry out the critical tasks identified by 

the strategy. Furthermore, it requires the presence of base-line operational systems 

and processes. This section of the report will explore these areas. It is important to 

establish two things: (1) whether the organization has sufficient capacity i.e., the right 

number of people, and (2) whether the people have the appropriate combination of 

skills, knowledge and experience that is required to deliver on the goals specified in 

the legislation and the Tourism Growth Strategy.  

 

66..44..11..  EEmmppllooyyeeeess  

  

A careful review of the current organogram, as well the views expressed during 

interviews, suggest that the organization is adequately staffed. Most of the approved 

positions in the organization structure have been filled. However, it would appear 

that there is an imbalance between the number of administrative support staff vis-a-

vis core functions, particularly marketing. As alluded to earlier, there is a 

disproportionately high number of administration personnel, whereas some areas in 

marketing are under-resourced. The figures contained in the December 2003 

organogram show that administrative staff constitute 38% of the total Head Office 

workforce. The limited marketing support afforded to portfolio managers, who are 

required to share marketing assistant resources, is an affirmation of this hypothesis. 

The net effect has been an undesirable scenario that has sidetracked portfolio 

managers to focus more and more on tactical/secondary markets and other 

transactional activities at the expense of actively growing the core markets. Similarly, 

the gearing of some portfolios, such as the Africa portfolio, does not match the 

organisation‟s goals of growing that market. Clearly, one of the ways to increase 

volume, spend, and other strategic drivers, is to assign more financial and human 

resources to cultivate the targeted markets.  
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In the past four years, the SAT leadership, both at the board of directors‟ level and 

executive management level, has been radically transformed. This makeover can be 

largely attributed to the foresight of the Minister of Environmental Affairs and 

Tourism, and the contribution of the Business Trust, who, in the 2000 and 2001 

period gave SAT an infusion of commercial and marketing skills. The tourism 

industry at large has welcomed the leadership changes that have taken place, and 

there is general consensus that the current SAT leadership is „steering the ship in 

the right direction‟. However, this confidence does not extend to the entire 

organization. It is believed that more investment, particularly in skills development, is 

required to build the type of capacity that will drive the effective execution of the 

Tourism Growth Strategy.   

 

 

 

 

 

 

 

 

 

 

 

 

 

  

66..44..22..  SSkkiillllss  DDeevveellooppmmeenntt  

 

Historically, SAT defined itself and was perceived by the industry as the 

government‟s tourism administration arm with a narrow view of tourism marketing 

that was restricted to promoting South Africa‟s wide range of tourism products. The 

shift in the marketing strategy, which has led to a more robust, data-driven and 

customer-centric focus, revealed the deficiency of marketing and sales skills in the 

organization at the time. This need is more acute in the international offices, where 

because of legacy issues, some of the employees have been deemed to lack the 

Recommendations 

 Review the staffing mix with the aim of reducing the size of 

administrative staff. The ratio of administrative staff to professionals 

and management needs to be brought in line with best practice. 

Most companies with a headcount of between 1 – 500, have an 

administration to professionals/management ratio of 1:4 whilst the 

best in class organizations have a ratio of 1:10.   

 Acquire more senior marketing skills. 

 Conduct a workload to resource matching analysis to gain a 

thorough understanding of administration related work volumes. 

Thereafter, explore the possibility of sharing administrative 

resources, particularly Personal Assistants and Secretaries.   
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aptitude and commitment to the new course of action. The Netherlands office, where 

some employees were released, is a case in point. On the other extreme, the 

attrition rate of experienced employees with a wealth of institutional and industry 

knowledge has left a significant skills gap. Therefore, it has become apparent that in 

order to roll-out the Tourism Growth Strategy more effectively, serious interventions, 

either in the form of skills acquisition or retraining would be required. The outcomes 

of a skills audit that was undertaken in 2002, drew attention to the following 

organizational skills gaps: 

 

 Marketing and Sales; 

 Leadership; 

 Communication; 

 Customer Care; 

 General Management; and 

 Labour Relations.  

 

These were fed into the Workplace Skills Plan that was submitted to the THETA 

SETA in 2003. In the Plan, SAT placed immediate priority on the development of the 

following: 

 

 Marketing and Frontline Public Relations; 

 Management Development; 

 Information Technology; and 

 Customer Relations.  

 

For each of the skills priorities listed above, 61 training interventions were agreed on. 

The greatest skills development needs identified, were in the areas of marketing and 

frontline public relations, and management development. To address some of these 

needs, SAT with the assistance of Unilever, initiated a „foundation in marketing skills 

course‟.  Even though the organization needs to be commended for embarking on 

such initiatives (which did not exist up until two years ago), it is still widely believed 

that skills development interventions need a much stronger alignment with the 

organisation‟s strategic goals and how the organization defines its desired 

capabilities (as represented below).  
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The alignment between employee‟s competencies and the organisation‟s 

expectations has been improving steadily since 2002 when skills development and 

formalized training and development became an operational feature of SAT. There 

has been a noticeable improvement since the new management took over. In 

addition to skills development, there has been a conscious effort to inject more 

dynamic skills into the marketing function. The make-up of the relatively new 

marketing function leadership, who all possess strong marketing credentials, attest 

to SAT‟s intention to embed strong marketing expertise in the organization.  Unlike in 

the past, recruitment is also informed by market needs as opposed to just pure job 

requirements. Therefore, a more holistic approach that emphasizes the dynamics of 

the market, job requirements, and the candidate‟s personality traits has gained 

currency in the organization.  

 

 

Understand the Understand the 
marketmarket

Understand the Understand the 
marketmarket

Choose the Choose the 
attractive attractive 
segmentssegments

Choose the Choose the 
attractive attractive 
segmentssegments

Market the Market the 
destinationdestination
Market the Market the 
destinationdestination

Facilitate the Facilitate the 
removal of removal of 
obstaclesobstacles

Facilitate the Facilitate the 
removal of removal of 
obstaclesobstacles

Facilitate the Facilitate the 
product platformproduct platform

Facilitate the Facilitate the 
product platformproduct platform

Monitor and learn Monitor and learn 
from the tourist from the tourist 

experienceexperience

Monitor and learn Monitor and learn 
from the tourist from the tourist 

experienceexperience
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Past Criterion New Criteria

• Meet job requirements • Meet job requirements

• Be attuned to the needs of the 
market

• Dynamic go-getter personality with 
strong marketing and sales skills

• Embrace SAT‟s values

Recommendations 

 Undertake a further skills audit and a training needs analysis that 

takes cognizance of SAT‟s redefined capabilities model. 

 Establish a representative training committee. 

 Refine the workplace skills plan in consultation with the training 

committee. 

 Prioritise leadership development and identify training interventions 

that specifically address this area.  

 Identify accredited training providers who offer skills development 

initiatives based on the outcomes as identified in the skills needs 

analysis and in respect of market-related costs. 

 Maintain learner records in accordance with the requirements of the 

relevant Acts (incl. SAQA Act and regulations) for all in-house 

training. 

 Evaluate the effectiveness and efficiency of the various skills 

development initiatives as implemented to date. 

 Evaluate the success levels in terms of organisational objectives. 
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66..55..  SSYYSSTTEEMMSS  AANNDD  PPRROOCCEESSSSEESS  

 

This section of the report will focus on the systems, processes and procedures that 

are aimed at operationalising the Tourism Growth Strategy. Particular attention will 

be given to (1) role descriptions and the delegation of authority; (2) performance 

management in the form of the balanced scorecard; (3) staff recruitment and 

retention; (4) and remuneration management.  

 

66..55..11..  RRoollee  DDeessccrriippttiioonnss  aanndd  DDeelleeggaattiioonn  ooff  AAuutthhoorriittyy  

 

Role descriptions are documents that 'put down in words the work that earns pay'. 

They are documents that 'set out the purpose of a job, where it fits in the 

organisational structure, the context within which the job-holder functions and the 

principal accountabilities of the job-holder, or the main responsibilities they have to 

carry out'. They provide the basis for a number of critical Human Resource functions, 

namely job evaluation, performance management, recruitment and selection, but 

more importantly, they provide clarity and crystallize operational boundaries thereby 

minimizing duplications and job-related tensions. 

 

Until 2003, SAT did not have standardized role descriptions. As mentioned earlier, 

one of the key findings that surfaced during SAT‟s organizational redesign process 

was the lack of clarity regarding responsibilities. For a long time, the contents and 

the requirements of jobs, especially in the country offices, were defined by the 

competencies of current incumbents, often without regard to the organisation‟s 

strategic goals. The development of a role description template (depicted in the table 

below), and the compilation of role descriptions across the organization are 

significant milestones. Furthermore, the quality of the role description template 

matches those used by best-in-class organizations.    

 

Performance Outputs 

KPA Weight Performance Outputs Minimum Standards 

Competencies 

Behavioural Competencies Workplace Competencies 
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Descriptions 

Purpose 

Grade  NQF Level 

Occupational Group Position Reporting To 

Qualifications Experience 

Communication 

Rand Measures 

Organogram 

    

A revised delegation of authority document was approved by the board of SAT in 

December 2003. The document sets out the delegation of powers, decision-making, 

and signing authority of all SAT‟s stakeholders, from the Board of Directors to the 

lowest occupational level in the organization. The document represents a turning 

point in the organization and is a tangible demonstration of the transformation 

advances that have been recorded in the past three years. The organization has 

come full circle, from the time that EXCO decided to centralize most of the decision-

making at Head Office. Because of various malpractices and the absence of internal 

controls, this was deemed to be a necessary intervention at the time. The new 

document is a victory for management‟s battles against the malpractices that were 

so rampant over three years ago. It is a vote of confidence in the organisation‟s state 

of health and the internal controls that have been put into place.  

 

A detailed examination of the delegation of authority document reveals a carefully 

considered process of managing key business activities. It is also evident that EXCO 

has opted to err on the side of caution in devolving powers. A lot of what might seem 

like insignificant responsibilities, such as the creation of standard employment 

letters, the creation of job descriptions for senior positions, the development of 

training modules, have been retained at EXCO, meaning that EXCO needs to give 

final approval for these procedures and activities. The only real criticism of the 

delegation of authority is that the document verges on being onerous, and to some 

extent may be perceived as bureaucratic.  

 

66..55..22..  PPeerrffoorrmmaannccee  MMaannaaggeemmeenntt  
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It is our view that a Performance Management System should translate an 

organisation‟s vision, mission, core values and strategy into a comprehensive, 

integrated and balanced set of performance measures that will serve as the 

framework for a strategic measurement and management system. The measurement 

focus of a Performance Management System should therefore enable an 

organisation to achieve the following: 

 Clarify the organisation‟s vision, mission, core values and strategy. 

 Facilitate organisation-wide communication of the cause and effect linkages 

between strategic objectives and measures. 

 Align the organisation‟s, business unit, and individual employee goals with 

strategy. 

 Enhance strategic feedback and learning.  

 

SAT has opted to adopt the Balanced Scorecard as the primary vehicle to implement 

and monitor the effective execution of the Tourism Growth Strategy. The Balanced 

Scorecard is a critical tool for bridging the traditional gap between strategic vision 

and tactical execution. The tool has been widely recognized as a management 

breakthrough that has enabled many organizations to move strategy beyond a few 

overly simple financial measures, and translating the abstract vision of strategic 

purpose into practical and useful action areas (as depicted below). It provides the 

organization with one of the key tools in creating a living strategy and enabling 

continuous value creation. 
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The introduction of the Balanced Scorecard, as a tool to monitor the organisation‟s 

performance, and align business unit and individual employee performance with 

SAT‟s strategic objectives, needs to be celebrated. It is anticipated that the roll-out of 

the system will take place from April 2004. To date, SAT has compiled company and 

business unit scorecards. The latter will inform the development of individual 

performance contracts that will hold individual employees accountable for delivering 

on key aspects of the Tourism Growth Strategy.  

 

The rationale upon which the Balanced Scorecard is premised seems to be sound 

i.e., the company‟s strategic goals must drive and determine what business units, 

and ultimately individuals, should focus on. However, a close inspection of the 

business unit scorecards unveiled a few areas where the framework needs to be 

made more robust. These include: 

 

 There are far too many measures that may lead to unreasonable effort required 

from managers to track these measures. 

 Some of the key objectives and measures, such as financial reporting, policy 

adherence, have a tenuous link to the organisation‟s strategic objectives. 

 Line of sight, i.e., a function‟s ability to influence certain objectives and measures 

has not been established. For example, the ability of the finance business unit to 
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impact on increased arrivals, reducing seasonality, promoting provincial 

distribution, etc., is questionable. Therefore, finance or any other business unit 

should not be measured on anything that they are not able to influence. 

 The key objectives and measures have not been weighted in terms of 

importance. Therefore, it is unclear as to what objectives deserve more priority. 

 A rigid interpretation of the four Balanced Scorecard perspectives, i.e., Finance, 

Customer, Internal Business Processes, and Learning & Growth. Ideally, the 

scorecard should comprise exclusively of business elements that contribute 

directly to value creation and demonstrate a strong correlation to the 

organisation‟s strategic objectives. Transactional activities, i.e., the day-to-day 

activities that need to be undertaken despite the organisation‟s strategy, should 

not feature in the Balanced Scorecard. Typical examples include financial 

reporting and preparation of budgets. 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

66..55..33..  RReeccrruuiittmmeenntt  aanndd  RReetteennttiioonn    

 

Recommendations 

 Emphasise SAT‟s business goal measures, which the organization 

has direct control over. This will provide a more realistic picture of 

the organisation‟s performance relative to factors that are outside 

SAT‟s control.   

 Improve the alignment of measures to business goals by 

establishing „primary‟ organizational goals that everything else lines 

up behind.  

 Prioritise measures by weighting their importance to the attainment 

of business goals. 

 Reduce the measures to a manageable number and emphasise 

those that are  critical to the attainment of business goals. 
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SAT‟s recruitment process complies with best HR practice. The development and 

approval of HR policies and procedures in 2003 has resulted in a more robust, fair 

and transparent recruitment process. Typically, the process unfolds as follows: 

 

 

 

As is evident from the process map, SAT makes use of external recruitment 

agencies to source external candidates. The use of recruitment experts is seen as a 

strategic decision to enable SAT to tap directly into labour markets that are likely to 

produce the greatest yield. This approach is consistent with SAT‟s policy of 

aggressively sourcing marketing and sales skills in targeted sectors of the economy, 

particularly the FMCG (Fast Moving Consumer Goods) sector.  Therefore 

recruitment interventions are not confined to media advertisements. More bullish 

approaches, that do not compromise the organisation‟s recruitment policies and 

procedures, such as headhunting for talent are also favoured.  
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It has been reported that, more recently, SAT has never battled to fill a position. The 

100% employment offer acceptance rate, which is far greater than local and 

international benchmarks, corroborates this assertion (refer to HR Benchmark 

Scorecard at the end of this section). It appears that SAT has built an attractive 

employee value proposition in the market. Even though this has not been a 

conscious move, SAT has developed a positive image as a great organisation to 

work for. Therefore, people that want to work for SAT are not in short supply. 

Equally, it has been reported that SAT has not experienced high employee turnover 

rates. This however, is not supported by the voluntary separation figures which 

suggest that the voluntary separation rate of 28.6% is comparatively high (refer to 

HR Benchmark Scorecard). It should be noted that the voluntary separation figure 

specifically excludes the employees that either took voluntary severance packages 

or were retrenched during the 2002 restructuring process. It may be a worthwhile 

exercise to understand what hygiene factors contribute to this phenomenon. The fact 

that SAT does not have a retention strategy in place may play a role. SAT‟s retention 

measures have primarily relied on the following: 

 The ability to create proper working conditions; 

 Providing attractive remuneration; and  

 Appealing to people‟s sense of higher purpose. 

 

It is suggested that SAT should seriously consider introducing an integrated talent 

management and retention system. The talent management framework should be 

governed by basic principles that are successfully employed by „talent winners‟. 

These include, but are not necessarily restricted to the following: 

 

 

Talent Mindset   Elevate talent management/retention as an 
organizational strategy priority. 

Distinctive Employee Value 
Proposition 

  Develop a distinctive employee value proposition that is 
attractive to top talent. 

Top Standard of Talent   Have a very high talent bar that is clearly defined, 
known and reinforced throughout the organization. Top 
talent attracts more talent.  

Talent Information   Manage talent information i.e., population profiles, 
movement, turnover, etc., like any other asset. 
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Talent Review Forums   Establish a forum to manage and make decisions 
relating to promotions, pay, and recruitment of talented 
people. 

Superior Sourcing and 
Selection 

  Always be on the hunt for new talent even if it means 
recruiting against predictive needs. Reward employees 
for identifying talent. 

Exciting Work Opportunities   Structure work to improve learning and outcomes 
through stretch assignments, action learning, and 
knowledge management. 

 

66..55..44..  SSuucccceessssiioonn  PPllaannnniinngg  

 

Furthermore, given that SAT does not have a succession planning process in place, 

an initiative that supports the talent management framework needs to considered. 

Succession planning can be defined as a process by which one or more successors 

are identified for key posts (or groups of similar key posts), and career moves and/or 

development activities are planned for successors. Globally, organizations are 

experiencing increasing difficulty filling senior and executive management positions 

with top quality people. Due to higher rates of retirement, poaching, skills mobility, 

and pressures relating to meeting Employment Equity targets, there has been a 

greater demand for management and executive talent. The need for succession 

planning is more pronounced at SAT and has been aggravated by the high 

leadership and senior management attrition rates in the past couple of years. This 

has resulted in the loss of institutional memory and valuable tacit knowledge that 

was not recorded anywhere.  The consequences for no action are too dangerous for 

SAT to contemplate. Therefore SAT should strongly consider the following:   

  

 

 

 

 

 

 

 

 

 

 

Recommendations 

 Identify possible successors for key positions in the organisation. 

 Develop an assessment process that will base judgments relating to 

potential candidates on evidence against skill criteria needed for the 

job. 

 Compile individual development plans for those identified as part of 

a succession pool. 

 Agree and sign-off the individual development plans with employees 

that have been selected to form part of the succession pool. 

 Develop a job filling process to fill key vacancies when the 

opportunity arises. The succession candidates will be fed into a 

short-list that may also be augmented through open internal and 
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66..55..55..  EEmmppllooyymmeenntt  EEqquuiittyy  

 

SAT‟s progress and achievements in this area have been reasonable. The 

organization complies to the minimum requirements set out in the legislation. The 

following key activities have been completed:   

  An Employment Equity Plan that outlines the organisation‟s EE objectives has 

been prepared; 

 A report on the status of Employment Equity in the organisation has been 

submitted to the Department of Labour;  

  Consultations with employees have taken place; and 

  A summary of the Act is displayed in an accessible area.  

 

The absence of a consultative body or forum suggests that the Employment Equity 

Plan was not informed by broad participation and consultation. Despite some of 

these limitations, SAT‟s workforce profile is impressive. With the exception of 

disabled employees, the organisation‟s workforce largely represents the 

demographic profile of the South African labour market. The following occupational 

level breakdowns were reported for Head Office staff: 
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Head Office EE Statistics 

 

 

The figures include country managers, who even though based in market, are 

incorporated into SAT‟s Employment Equity Report and for the purposes of EE are 

considered to be locally based employees. The international offices have been 

excluded from the calculations as the Employment Equity legislation does not apply 

to them. As illustrated in the chart, the overwhelming majority of staff at head office 

can be classified as designated employees, i.e., African, Coloured, Indian and White 

females. The male employees to female employees ratio of 40:60 is also hard to 

match. According to the Employment Equity Report that was submitted to the 

Department of Labour in October 2002, only 1 disabled person is employed by SAT. 

The numeric targets as set out in the plan are silent on anticipated improvements 

with regard to disabled employees.   
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66..55..66..  RReemmuunneerraattiioonn  MMaannaaggeemmeenntt  

 

SAT recently initiated the implementation of the Paterson job evaluation system and 

a pay benchmarking exercise aimed at establishing the organisation‟s pay 

competitiveness relative to the market. For a very long time, the organization did not 

a have a systematic tool to measure the size of jobs. Consequently, SAT‟s pay 

structure, and the manner in which pay levels at head office were determined, did 

not adhere to best HR practice. The only exception seems to be the international 

offices where a thorough service dispensation study was carried out in 2002. For the 

most part, there was a rather loose arrangement to manage both guaranteed and 

variable pay. Because SAT had not graded, or determined the rational rank order of 

positions in the organization, pay scales were not defined. Without pay scales that 

are informed by market trends and which also provide guidelines on minimum and 

maximum pay levels per job grade, SAT has been unable to develop proper pay 

structures. As a consequence, there is uncertainty as to (1) whether SAT‟s pay 

levels (for head office staff) are generally competitive, and (2) whether the 

organisation‟s internal pay practices are fair and equitable. Since remuneration 

management has not been informed by an overarching strategic framework, the 

following key strategic decisions need to considered: 

A pay benchmarking survey, and the implementation of a job evaluation and grading 

system may address some of these questions. However, without a comprehensive 

Pay strategy objective?

• Keep pace with competition, or

• Attract, retain & motivate, or

• Position SAT as an employer of choice

Competitiveness

•To what market should the organisation be comparing?

•How will pay be pitched relative to the market – 25th, 50th, or 75th

percentile?

•How will the market be tracked during the year?

•Which key positions should be monitored separately?

Basis for rewards
• Job grades or Skill/Competency based?

• Cash + Benefits or Total Package?

Internal equity
• What criteria will be used to differentiate individual pay levels?

• How should SAT measure/govern these criteria?

Pay for performance

• Will the organisation pay based on performance?

• If so, how will this link be established?

• What is the appropriate pay-mix (ratio of guaranteed to variable 
pay)?
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remuneration strategy to deal holistically with these issues, SAT will be compromised 

and may as a consequence battle to attract, motivate and retain key staff.           

 

66..55..77..  HHRR  BBeenncchhmmaarrkk  SSccoorreeccaarrdd  

 

Commentary: 

 

 SAT has a comparatively high management structure, with a comparatively high 

management turnover rate (32%). 

 Average remuneration per head is comparatively high, which might reflect on the 

particular skills and expertise the organisation requires. It may also be a reflection 

of the high levels of management that constitute the organisation. 

 In spite of high average salaries, the salary bill relative to the total organisation 

costs (remuneration/total costs) is low; suggesting that the organisation is 

successful in leveraging its human capital. 

 The voluntary separation rate (28.6%) for SAT is comparatively high, and it is 

worth the organisation‟s while to understand what hygiene factors contribute to 

that. The comparatively high salary levels suggest that this should not be a factor. 

It should be noted that the voluntary separation figure specifically excludes the 

employees that either took voluntary severance packages or were retrenched.  

South African Tourism

Selected HR Benchmarks 2003

SAT SA B ank SA U tility U S Government Agency U S Services Industry

Score Score Score 25th 50th 75th 25th 50th 75th

% Management FTEs 21% 39% 20% Mean 11.5% 8.90% 10.70% 17.50%

Average remuneration per FTE R 514,242 R 148,349 R 227,964 Mean R207,815 R 134,651 R 194,992 R 268,527

Voluntary Separation Rate 28.60% 7.30% 3.00% 5.50% 9.90% 12.30% 11.10% 24.60% 35.30%

Voluntary Separation Rate (management) 32% 6% 2% Mean 5.1% 9.80% 10.50% 18.80%

Remuneration/Total C osts 20.5% 18.0% 39.0% 40.70% 46.30% 47.90% 36.30% 51.80% 64.20%

External recruitment rate 28.60% 15.20% 28.00% 8.80% 12.40% 15.20% 20.10% 22% 51.80%

Acceptance rate 100% 100% Mean 89.6% 93.10% 97.20% 99.40%

C ost per Hire R 22,493 R 6,601 R 1,510 Mean R4,382 R 7,379 R 15,015 R 21,695

Time to fill 60 days 59 days 37 50 59 Mean 35

Training/compensation 1.97% 2.90% 4.00% 0.38% 0.39% 0.53% Mean 1.04%

Training cost per FTE R 2,165 R 4,189 R 6,655 Mean R4,171 Mean R4,415

B enchmarks
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 Although there is a high voluntary termination rate, SAT has been able to fill all 

resultant vacancies through recruitment. External recruitment nevertheless 

remains comparatively high, a factor reflected in the average cost per hire 

benchmark result. (This may also be attributable in part to the composition of 

management in the organisation and the level of management turnover.) 

 In spite of a high success factor in recruiting, the length of time to fill a position is 

very high. This has implications for the both the direct cost of recruiting, and the 

indirect cost to the organisation in terms of the length of vacancy and impact on 

outputs and deliverables. 

 SAT has a comparatively strong focus on training, and has been able to do so at 

a comparatively lower cost. 

 

66..66..  PPOOLLIICCIIEESS  AANNDD  PPRROOCCEEDDUURREESS  ((HHRR  MMAANNUUAALL))  

 

66..66..11..  IINNTTRROODDUUCCTTIIOONN  

We have been requested to review the staff handbook of SAT, which essentially 

contains the organisation‟s policies, terms and conditions of employment, office rules 

and procedures. 

 

The purpose of the analysis is to identify any gaps in policies and procedures, so 

that those gaps may be remedied to ensure that the policies and procedures are 

legally compliant and, to the extent possible, also reflect best human resource 

practice. 

 

We will gladly assist the organisation in effecting any amendments to the necessary 

provisions should it be required. 

 

66..66..22..    MMEETTHHOODDOOLLOOGGYY    

The methodology for the review consisted of a desk audit and analysis of information 

that is collated into a single handbook for Tourism staff.  
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66..66..33..  EEMMPPLLOOYYEEEE  IISSSSUUEE  CCOOVVEERR  PPAAGGEE  [[PPAAGGEE  55]]  

 

This section advises employees that they will not be permitted to remove the manual 

from the business‟s premises.  Without putting too fine a point on it, employees will 

be entitled to remove it from the premises where they seek to rely on it as evidence 

in legal or disciplinary proceedings.  

 

66..66..44..  CCHHAAPPTTEERR  OONNEE::  GGEENNEERRAALL  IINNFFOORRMMAATTIIOONN  [[PPAAGGEE  66]]  

 

The fourth paragraph advises of the organisation‟s ability to make unilateral 

decisions, without prior notice or engagement, on any of the benefits, work rules or 

policies contained in the Handbook.  

 

Such conduct would be unlawful, and the employees would be entitled to, amongst 

other, apply for an interdict against the organisation, refer an unfair labour practice to 

the CCMA/Labour Court, embark on strike action, etc in response to such conduct or 

contemplated unilateral action.  

 

There is a distinct and substantial difference between consultation and bargaining.  

To consult means to take counsel, or seek information or advice, from someone and 

does not imply any kind of agreement as an end result, whereas to bargain means to 

haggle and wrangle so as to arrive at some agreement on terms of give and take.  

The term "negotiate" is akin to bargaining and means to confer with a view to 

compromise or come to an agreement. 

 

In summary: 

 

 Changes to terms and conditions of employment must in the first instance be 

negotiated in an endeavour to reach agreement. Changes to work practices, 

on the other hand, may as a matter of law be unilaterally implemented without 

prior negotiation or consultation.  It however makes for good employment 

relations to at least consult with employees around changes to work practices. 
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 Labour relations considerations and good employment practices rule out the 

expedient of 'negotiation-free' or 'consultation-free' changes to work practices 

in most cases. 

 

 Accordingly, the offending wording on page 6 should be removed. 

 

66..66..55..  CCOONNDDIITTIIOONNSS  OOFF  SSEERRVVIICCEE  FFOORR  IINNTTEERRNNSS::  PPAAGGEE  5599  

 

This Section denies students/interns any leave.  Interns in this context work for the 

organisation, albeit on an ad hoc or short-term basis [three to twelve months].  S83A 

of the Basic Conditions of Employment Act deems such workers to be employees. 

Accordingly, they are entitled to benefits such as leave, and to be treated with due 

regard to the labour laws that apply to „ordinary‟ employees. 

 

The student workers would obviously not be entitled to receive the same amounts of 

leave that apply to the organisation‟s usual employees.  The quantity of annual and 

sick leave, for example, would be determined by the BCEA – e.g. they would be 

entitled to at least one paid day of annual leave for every 17 days worked [or for 

which they were entitled to be paid]. 

 

66..66..66..  DDIISSCCIIPPLLIINNAARRYY  AANNDD  GGRRIIEEVVAANNCCEE  PPRROOCCEEDDUURREESS::  PPAAGGEE  6688  

 

These procedures place responsibility for most decision-making in the hands of the 

CEO.  This is unusual.  Most CEO‟s are not „burdened‟ with these issues in practice 

– HR and managers ought to deal with such issues on a daily basis; it is what they 

are trained and paid to do.  Imposing on the CEO for such decisions could also lead 

to delays in the process due to the frequent unavailability of persons of that status.  It 

is more practicable and common for those decisions to reside with HR and 

management.  

 

It bears noting too that the CEO runs a real risk of being called to testify in legal 

proceedings if an employee challenges a dismissal, a decision made by the CEO, 

etc.  It goes without saying that the leaders of a business should be protected from 

having to testify and the like.  
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We therefore suggest – unless of course the CEO wishes to assume these decision-

making duties – that the CEO be divested of these responsibilities and that the 

procedures be appropriately amended. Naturally, the CEO, as the head, would retain 

ultimate decision-making powers and would intervene where appropriate.  

 

As you may be aware, the recent amendments to the Labour Relations Act permit 

reduction of disciplinary enquiries (and conversion to an arbitration immediately and 

exclusively). This is known as the „pre-dismissal‟ procedure.  The need for 

disciplinary enquiries and appeals are then dispensed with. If the organisation 

wishes to pursue this option, written consent of the employee is required, and could 

be obtained in the contract of employment for employees earning in excess of the 

Ministerial determination of R115 575. 00 gross annual earnings.  

  

Similarly, there are a host of advantages in pursuing private arbitration over statutory 

dispute resolution in the CCMA, and the organisation could contract out of the LRA 

provisions, via the contract of employment should it so wish. Some of the 

advantages of referring such matters to private arbitration under the auspices of an 

independent dispute settlement agency such as Tokiso, include -   

 

 Speed – the matter can be heard quickly, usually within a month; whereas a 

matter may take up to a year and longer to be resolved by the CCMA  

 Certainty to both parties – because Tokiso hears the matter quickly, a quick 

decision in a dispute gives both the employee and the Organisation certainty 

in a short period of time.  This is also of benefit to the employee in that the 

Organisation is unlikely to appoint someone in the dismissed employee‟s 

position until Tokiso hands down the final decision. 

 Choice of arbitrator – the parties will be entitled to agree on an arbitrator, 

according to his skills, etc whereas in the CCMA an arbitrator is randomly 

allocated to a case.  This freedom of choice allows the parties to select an 

arbitrator who is experienced in such matters, and who may have peculiar 

knowledge of the industry in which we work, which helps the arbitrator get a 

better understanding of the matter and environment.  
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 No labour court proceedings – arbitration will be held for disputes of whatever 

nature.  Whereas some matters in the ordinary course must, in terms of the 

LRA, be referred to the labour court and not be heard by the CCMA, all 

disputes against the Organisation will now be determined by arbitration.  This 

again has the advantage of providing a quick resolution, where matters can 

sometimes take years to be heard and finalised in the Labour Court.  It also 

reduces the need for the formalities and procedures required in the labour 

court.   

 

66..66..77..  CCOONNCCLLUUSSIIOONN  

The policies are for the most part legally sound and accord with good practice. They 

are not too restrictive in terms of being over prescriptive in the procedures, and are 

in the main more focused on policy statements. This is however not unusual in a 

culture that is value-based rather than being rules-bound. 

 

Labour law and principles do not require that formal or written policies should exist in 

each and every area of human resources. However, we take this opportunity to set 

out what would, in our view, go a long way in ensuring that the organisation complies 

to a better extent with employers of choice and good HR practice –  

 A remuneration policy. 

 Sexual harassment policy (this is a legal requirement under the Labour 

Relations Act). 

 HIV/AIDS policy (required by the Employment Equity Act). The sick 

leave policy should also be aligned with the HIV/AIDS and other Life-

Threatening Illnesses policy. 

 A promotions policy.  

 Employee Assistance policy. Such a policy would reflect the 

organisation as a caring culture that provides extensive assistance to 

employees with personal and social issues. 

 

At a general level, the audit and analysis process has not revealed any forms of 

direct unfair discrimination based on race, gender or other arbitrary grounds, in any 

of the organisation‟s employment policies and procedures.  
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However, there are certain areas where may be vulnerable to claims of unfair labour 

practices or other unlawful conduct. Where areas of vulnerability have been 

identified in this report, recommendations have been made to rectify the situation 

and/or protect the organsiation by enabling it to better rebuff challenges.  

 

 

777...   CCCOOORRRPPPOOORRRAAATTTEEE   GGGOOOVVVEEERRRNNNAAANNNCCCEEE   AAATTT   SSSAAATTT   

 

77..11..  TTHHEE  CCOOMMPPOOSSIITTIIOONN  OOFF  TTHHEE  BBOOAARRDD  AANNDD  DDIIRREECCTTOORRSS  

 

The King Report proposes that organisations should be headed by an „effective 

board‟ that maintains a balance between executive and non-executive directors so 

as to ensure an equitable balance of power and authority on the board such that no 

single individual can dominate the board‟s decision-making. Executive directors are 

understood to have responsibility for the day-to-day management of the 

organisation, whilst non-executive directors enjoy a degree of attachment. In order to 

ensure this impartiality, King suggests that they should not have been employed by 

the organisation in an executive capacity for the last three years, they should not be 

a professional advisor to the organisation, and should have no significant contractual 

relationship with the organisation. 

 

The King Report indicates that there should be a distinction between the Chief 

Executive Officer (CEO) and the chairperson of the board; with the latter preferably 

being an independent, non-executive director. King further indicates that the 

appointment of the CEO is the responsibility of the board. Non-executive directors 

should be mindful of the number of appointments they hold in order not to over-

commit themselves, and a nomination committee together with nomination 

procedures should be applied to determine board appointments. The continuity of 

the board is important and therefore a programme of staggered rotation of directors 

is required. As a result of this, King recommends that a formal orientation 

programme is put in place to induct incoming directors. 
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The King Report states that directors have a duty to avoid a conflict of interest, 

maintain an unfettered discretion, and act with care and skills. Directors‟ 

responsibilities include competence (qualified with sufficient understanding to 

discharge duties), commitment (has time and is diligent in discharging duties), and 

exercise of fiduciary responsibilities (good faith, honesty and oversight.) 

 

77..11..11..  CCoommpplliiaannccee  

 

 There is a 

board 

The Tourism Act 72 of 1993 indicates that the Minister for 

the Department of Environment and Tourism should 

constitute a board comprised of no fewer than 9 and no 

more than 15 members. The 2002/3 Annual Report 

indicates an entirely non-executive board of 14, with an 

incoming board for 2003/4 of 15. Of the 15,  

  

 A chair-

person has 

been 

appointed 

The Tourism Act provides that the Minister shall appoint 

one member of the board as a chairperson. The 2002/3 

Annual Report indicates that the role of chairperson is 

distinct from the CEO role, and is currently held by Rick 

Menell. 

  

 There is 

rotation on 

the board 

that allows 

for 

continuity 

The Tourism Act provides that a member of the board may 

hold office for a period not exceeding three years, but may 

be eligible for reappointment. The 2002/3 Annual Report 

indicates that of the incoming board of 15, 6 remain from 

the previous year including the Chairperson and Chief 

Executive.  

  

 Provision is 

made for the 

frequency of 

meeting 

The Tourism Act stipulates that the board should meet at 

least twice a year. At present, the board meets quarterly.  
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 Provision is 

made 

regarding 

the board’s 

functioning  

The Tourism Act stipulates that a quorum for a board 

meeting shall be a majority representation of members at 

the meeting. The Act also stipulates that the board may 

pass decisions by a majority. 

  

 Provision is 

made 

regarding 

the duties of 

directors  

The Tourism Act stipulates that “when the board or any 

committee member considers any matter in which a 

member or spouse of a member has a pecuniary interest, 

that member shall disclose the nature, extent and 

particulars of that interest to the board or committee as the 

case may be and if such an interest is a direct financial 

interest, such member shall not take part in the 

discussions of the board or committee concerned.” 

 

77..11..22..  IIssssuueess  ooff  ccoonncceerrnn  

 

 The rotation of directors leaves only 40% of last year‟s board continuing with 

responsibilities this year. Is the level of continuity sufficient? 

 Does the board provide and apply a formal orientation procedure for incoming 

members? 

 The annual report indicates that the entire board is constituted of non-executive 

directors. What are the individual commitments of board members outside SAT? 

Are they significant enough to impact on individual member‟s performance of 

their duties? 

 

 

77..22..  PPOOWWEERRSS  AANNDD  FFUUNNCCTTIIOONNIINNGG  OOFF  BBOOAARRDD  

The PFMA and the King Report describes the various functions and responsibilities 

the board is obliged to fulfill. The PFMA requires that organisations have an 

accounting authority, which is normally designated as the board. King indicates that 

the board must retain “full and effective control over the organisation and monitor 
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management in implementing strategies.” The board needs to ensure that the 

organisation is a „going concern‟ and in order to do so, the board needs to establish 

systems that identify and monitor risk on a continuous basis, and internal controls to 

mitigate risk. In this regard the board should go beyond assessing purely financial 

and quantitative performance to look at other qualitative measures. However the 

board has a duty of financial reporting and communication: to present a balanced 

and understandable assessment of the company‟s position that addresses material 

matters of significant interest to all stakeholders. The presentation of financial 

statements must follow GAAP principles. 

 

The board should set out its responsibilities in a charter defining what powers are 

reserved for itself and what powers are delegated.  

 

The board should meet at least once per quarter. King calls for disclosure in the 

annual report of the number of meetings held, and the attendance at meetings. All 

meetings should have an agenda, and minutes must be kept of board meetings. 

 

The chairperson of the board should be an independent non-executive director who 

provides leadership to board. King identifies that the chairperson should:  

 Participate in the selection of board members,  

 Oversee a succession plan for the board,  

 Ensure new members are properly inducted,  

 Monitor and evaluate board and director appraisals.  

 

The CEO has responsibility for the operational performance of the organisation. King 

identifies this as including: 

 Developing long-term strategy for company, 

 Developing annual business plans and budgets, 

 Ensuring an effective management team, 

 Ensuring continuous improvement in quality and value of the organisation‟s 

products, 

 Ensuring the day-to-day affairs of the organisation are properly monitored and 

managed. 
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King recommends that the CEO should be on a service contract with the 

organisation that does not exceed 5 years.  

 

 

77..22..11..  CCoommpplliiaannccee  

 

 Accounting 

authority 

The Tourism Act 72 of 1993 provides that “the chairperson 

of the board shall be the accounting officer of the board”. 

The 2002/3 annual report indicates the appointment of a 

chairperson. 

  

 A going 

concern 

The Tourism Act requires the board to draw up annual 

financial statements to be audited by the Auditor General. 

The annual report indicates that the Auditor General has 

granted an unqualified audit, and that it views SAT as a 

going concern. The Auditor General also finds that 

operations and cash flows are in line with GAAP and 

PFMA. 

  

 Allocation of 

roles 

The 2002/3 Annual report provides an organogram that 

indicates separate roles for the CEO and the COO. The 

report further indicates the delegation of key operational 

responsibilities posts created and filled for a Chief 

Financial Officer, Chief Research Officer, a Chief 

Marketing Officer, a General Manager: Communications 

and PR, and a General Manager Human Resources.  

  

 

 Effective 

internal 

controls 

The 2002/3 annual report provides evidence of internal 

controls such as the development and approval of a 

strategic direction document, the development and 

approval of an annual business plan and budget, the 

development and approval of an HR manual, developed 
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and approved key financial policies, the development and 

approval of a risk policy, the implementation of 

management processes to manage risks, and regular 

reporting to the board. The board further reports that as an 

accounting authority it is responsible for internal controls 

and risk management, and that these controls are subject 

to  constant review. 

 

77..22..22..  IIssssuueess  ooff  CCoonncceerrnn  

 

 Is there a Charter that defines what powers the board retains and what powers 

the board delegates? 

 Is there a succession plan for the board? 

 Are appraisals (board, directors, CEO and chairperson) conducted? 

 Does the CEO‟s service contract exceed a 5-year time period? 

 

 

77..33..  BBOOAARRDD  CCOOMMMMIITTTTEEEESS  AANNDD  FFUUNNCCTTIIOONNAALLIITTYY  TTHHEERREEOOFF  

 

The King Report provides that at a minimum each board should have an audit and 

remuneration committee and, unless the board is small, a nomination committee. 

King also advises that boards can also establish a number of other committees e.g. 

a technology committee or an investment committee. Committees should report to 

the board after each meeting, and the recommendation is that independent non-

executive directors chair the committees. The terms of reference and powers of each 

committee should be in writing and approved by the board. Each of the main 

governance committees should report on its activities in the annual report and 

include terms of reference, membership details, number of meetings held, major 

decisions taken, and recommendations to the board. 

 

In terms of the PFMA public entities must have an audit committee with at least 3 

persons - 1 from outside the public service. The chairperson mustn‟t be in employ of 

the entity. The audit committee must report and make recommendations to the 
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accounting authority, report on the effectiveness of internal controls, and comment 

on its evaluation of financial statements. King describes the role of the audit 

committee further as assisting the board in discharging duties relating to the 

safeguarding of assets, the operation of adequate systems, control processes, and 

the preparation of annual financial statements. Its purpose is to provide additional 

focus on financial issues vital to the company, which often can‟t be fully examined by 

the main board. Additionally the audit committee has oversight of the management of 

internal auditors and the appointment of external auditors. King suggests that audit 

committees should meet three times a year: once for planning, once to discuss the 

interim audit, and once to discuss the final audit. 

 

The remuneration committees functions are to review, assess, and make 

recommendations on company remuneration policy, packages for top management, 

incentive schemes, and measurement criteria for performance of executive directors. 

 

The nomination committee functions to ensure the board has people with the skills 

and attributes needed. It should review the size and composition of board from time 

to time, establish and maintain succession plans for board members, and 

recommend the appointment of executive and non-executive directors. 

 

 

77..33..11..  CCoommpplliiaannccee  

 

 Committees 

established 

The Tourism Act 72 of 1993 indicates that “the board 

may with approval of the Minister establish such 

committees as it may deem necessary for the exercise 

of its powers, the performance of its functions, and the 

carrying out of its duties” and that “the board may 

delegate to any committee… any power, function or duty 

assigned by this Act.” 

  

 Audit The 2002/3 annual report indicates the establishment of 
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committee 

established 

an audit sub-committee. The report states that the 

committee is comprised of 4 members of the board, and 

that it met 3 times in the financial year. On the 

organogram provided in the report, internal audit clearly 

reports in to the audit committee. 

  

 Remuneration 

committee 

established 

The 2002/3 annual report indicates the establishment of 

a remuneration committee comprised of 3 members of 

the board with the objective of “ensuring that employees 

are rewarded for their contribution to South African 

Tourism‟s operating and financial performance at levels 

commensurate with industry, market and country 

trends.” 

  

 Marketing 

committee 

established  

The 2002/3 annual report indicates the establishment of 

a marketing committee comprised of 6 members of the 

board with the objective of “assessing the broad 

marketing strategy for South African Tourism 

recommended by EXCO and make applicable 

recommendations to the board.” 

 

77..33..22..  IIssssuueess  ooff  CCoonncceerrnn  

 

 What are the report back procedures of committees to the board? 

 Where are terms of reference and powers of each committee determined? 

 Annual report does not provide evidence of decisions taken and 

recommendations to board provided by the committees. 

 The board has not established a nominations committee. 

 

 

77..44..  OOTTHHEERR  CCOORRPPOORRAATTEE  GGOOVVEERRNNAANNCCEE  IISSSSUUEESS  

The King Report identifies ethics and transformation as two issues on which the 

board should disclose information, and indicate how they are being dealt with. 
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(Transformation is understood to be encompassing progress in terms of Employment 

Equity, Skills Development, diversity management, Black Economic Empowerment, 

and social investment.) 

 

77..44..11..  IIssssuueess  ooff  CCoonncceerrnn  

 

The annual report does not provide details of the board‟s initiatives with regard to 

transformation imperatives, other than an intention to establish a transformation 

committee in the forthcoming year. 

 

 

77..55..  CCOOMMMMEENNTTAARRYY  AANNDD  AANNAALLYYSSIISS  

 

Balancing the perceptions of stakeholders gained through interviews against the 

audit of the core aspects of corporate governance presented above suggests that 

corporate governance in SAT has indeed become more rigorous. 

 

In interviews respondents described SAT as historically being a bureaucracy lacking 

systems and staffed by people without the necessary competencies to animate the 

organisation. Particular problems identified in this regard included: 

 

 The delegation of power and decision-making 

 Management systems and internal control measures 

 Malpractice and corruption 

 Compliance in terms of the PFMA and the Auditor General 

 

Structurally the organisation operated as a silo - representing a minority group within 

the tourism sector – surrounded by „regional fiefdoms‟ that were disconnected with 

head office. And leadership and clearly defined responsibilities appeared to be 

lacking. 
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However post-2000 it is possible to identify from stakeholder respondents a set of 

factors that have impacted on corporate governance in the organisation, and that 

have provided an enabling environment for SAT going forward. 

 

These include: 

 

1. Leadership 

 

The appointment of strategic, visionary and action-focused leadership that drove 

SAT‟s transformation both as individuals and in terms of the board as a whole. 

 

2. Institution of internal controls and systems 

 

The ability of leadership to reframe SAT as a marketing agency and not a 

bureaucracy was accompanied by the implementation of a range of internal controls 

and systems with wide ranging impact; from financial governance and discipline to 

corruption and bribery. 

 

3. The nature of SAT as a public-private partnership 

 

 Various respondents have remarked on the positive impact of this in relation to the 

composition of the board. The private sector has been able to contribute people with 

business acumen, tourism industry knowledge and experience, an understanding of 

risk, the markets, and business processes. As a PPP SAT was able to operate as an 

“arms-length entity” from government thereby enabling valuable private sector input 

without complications. 

 

4. Defining SAT’s role relative to the industry 

 

One of the difficulties historically has been to define SAT‟s role relative to the tourism 

industry and other key stakeholders. The appointment of appropriate leadership, the 

redefinition of SAT as a marketing agency, and the implementation of controls and 

definition of business procedures have arguably transformed SAT from “the hands 

and feet of the industry… used by the industry at their own convenience” to a non-
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partisan organisation that has been able to engage and shape the industry through 

policy and legislation. 

 

However there are concerns that need to be addressed: 

 

1. Clarity of role 

 

Various respondents‟ have suggested that SAT‟s role still requires some clarity on 

two fronts. Firstly in relation to the provinces. Sentiment was expressed that the 

provinces require more direction; that provincial tourism authorities are unguided and 

unaccountable and are not directed by a national strategy. Secondly in relation to the 

tourism industry in South Africa more broadly. Concern was expressed that SAT has 

not engaged sufficiently with the sector, the result being a lack of understanding 

about SAT‟s role and a perception that SAT doesn‟t understand tourism on the 

ground. Although SAT‟s strategy does not include implementing tourism ventures, 

the success of the marketing strategy is contingent on the organisation‟s ability to 

communicate and disseminate it through the sector. From a corporate governance 

perspective, leadership have a responsibility to ensure that this dissemination 

occurs. 

 

 

2. Processes 

 

The audit of SAT‟s corporate governance provided earlier indicates that on the 

whole, SAT meets the procedural fundamentals proscribed by the King Report. 

Nevertheless there are some issues for consideration. 

 

Although SAT has reported on corporate governance matters in its 2002/3 annual 

report, an interpretation of King suggests that more rigorous reporting is required as 

the conclusions from the audit suggest e.g. attendance at board meetings, 

recommendations of committees etc. Greater rigour in this regard results in tighter 

controls and therefore less exposure of the organisation to risk. 

 

3. Checks and balances at the executive and leadership level 
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Respondents have suggested that prior to 2002 there was a lack of sufficient checks 

and balances at the executive and management levels. Situations were allowed to 

develop where it was felt that the executive of SAT was disempowered whilst 

individuals acted unilaterally resulting not only in feelings of division and resentment, 

but also an inability to act to rectify the situations. The results of the audit raise 

questions with regard to checks and balances. Is there a nominations committee? 

What are the other obligations of the directors? What is attendance at board 

meetings? Is the board subject to appraisal? Is there a succession plan for board 

members? 

 

4. Operational issues 

 

Finally respondents have raised some concerns regarding operations. One relating 

to the rigour with which SAT monitors performance – concerns were raised that there 

were no policies in place to monitor and evaluate SAT country offices and their 

targets were not agreed up-front such that an adequate picture of „front-line‟ 

performance could not be gauged. The last relates to the adequacy of the delegation 

of authority. Concern was raised with the length of time that the strategic post of 

Chief Marketing Officer had been vacant for, and the implications of this for the 

implementation of the SAT strategy. 

 

888...   FFFIIINNNAAANNNCCCIIIAAALLL   RRREEEVVVIIIEEEWWW   

 

Note: the figures used in this review are based on figures given to Resolve by SAT 

Financial Managers. In particular, the spreadsheet containing actual spend per 

branch 1999-2000 – 2003-2004. The numbers are all hard numbers (i.e. the 

formulas used to calculate the numbers are not available).  It is therefore unclear 

how some of the totals were calculated. Resolve cannot verify the accuracy of the 

ratios and figures discussed. These therefore need to be seen as providing 

directional trends. 
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Moreover, not all the numbers in the SAT spreadsheet correlate with the published 

numbers in the SAT Annual Reports: For e.g. in the 2002/2003 Annual Report, 

Marketing Expenses for 2002 are R277 084 989. However, in the spreadsheet given 

to Resolve by SAT, this number is R287 084 989 (probably a typographical error that 

results in a R10m discrepancy). There are a range of other such similar 

discrepancies that inhibit any robust interrogation of the numbers. 

 

There are a number of key ratios to examine: 

 

 Head Office: overseas offices costs 

 Marketing vs. overhead expenditure 

 BTL vs ATL spend 

 Revenue over time (increases, decreases etc) 

 Budget vs. actuals and reasons for discrepancies 

 

88..11..  HHEEAADD  OOFFFFIICCEE::    OOVVEERRSSEEAASS  OOFFFFIICCEE  CCOOSSTTSS  

The ratio of HO:overseas office spend has been rather erratic over the years. This is 

probably illustrative of the initially rather decentralized organisational structure in the 

early years; then the attempt to centralize (in 2000-2001, 60% of costs resided in 

HO); and then a more gradual decentralization (50:50). Assuming we‟re comparing 

like with like, these costs seem to be more in line with international competitors (e.g. 

Australia Tourism Commission has 46% of workforce at HO).   
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88..22..  MMAARRKKEETTIINNGG  VVSS  OOVVEERRHHEEAADD  EEXXPPEENNDDIITTUURREE  

The increase in overhead expenditure by 10% from '01-'02 to '02-'03 is due, in large 

part, to increases in HR costs: which increased approximately 20% yoy: the large 

drivers were HO HR costs (up 30% during that period); and certain key overseas 

office HR costs which also increased significantly (e.g. Paris up 22% and Amsterdam 

up 42%; whilst Frankfurt costs decreased by 1%). The depreciation of the Rand 

might begin to explain the latter, but not HO costs? 

 

Ratio of Overhead to 

Marketing 

Expenditure 1999/2000 2000/2001 2001/2002 2002/2003 2003/2004 

            

Overhead 

Expenditure 32% 20% 21% 32% 28% 

 Marketing 

Expenditure 68% 80% 79% 68% 72% 

 

 

‟99-‟00     ‟00-‟01        „01‟02       „02-‟03         ‟03-„04 



 152 

The rough ratio of 70:30 is to be commended.  Leaner organisations would tend 

more towards the 20:80 ratio, however given the history of SAT, this current ratio is 

very reasonable. 

 

Caveat: It is not clear what line items are encapsulated in „overhead‟ expenditure vs. 

marketing expenditure. 

 

88..33..  BBEELLOOWW  TTHHEE  LLIINNEE    VVSS  AABBOOVVEE  TTHHEE  LLIINNEE  SSPPEENNDD  

Apart from the brand-building ATL campaign launched in 2000, the majority of the 

marketing spend has been below the line (BTL). This probably reflects a more 

targeted use of limited marketing resources – given that SAT‟s above the line (ATL) 

budget could not compare with that at the disposal of its key competitors (such as 

ATC). Moreover, to break through the clutter on TV, radio, and print in key overseas 

markets would require many more millions of Pounds, Euros and Dollars than SAT 

has access to. 

 

 

  1999/2000 2000/2001 2001/2002 2002/2003 2003/2004 

ATL 7% 50% 21% 27% 24% 

 BTL (includes BTL, PR, 

JMAs)  93% 50% 79% 73% 76% 

 

 

88..44..  RREEVVEENNUUEE  SSTTRREEAAMMSS::  

 

Ideally, this section would examine in some detail SAT‟s sources of revenue over 

time. The key issues to highlight here would be: 

 Is SAT developing alternative sources of revenue (outside of funders‟ 

allotments)?  

 Are these revenue sources sustainable over time and are any particularly 

promising from a growth perspective? 
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 Is the estimated revenue sufficient to cover unforeseen costs (is their sufficient 

provision made in the budget for exchange rate fluctuations and other such 

variables)? 

 

The detailed budgets have been requested, over a nine month period, but have not 

been made available to Resolve. Hence, we are unable to comment on this section. 

[note: there are Revenue and Expenses reports in the Annual Reports. However, we 

are unable to interrogate what drives these figures. For example, there is a line item 

of „Sundry income‟: R21.8m in 2003 (vs. R12.7m in 2002). It is not possible to 

comment on what constitutes this number, and the potential (or lack thereof) for SAT 

to generate additional „sundry income‟ in the following years. 

 

It is however worth looking at the revenue models of tourism bodies in competitor 

countries.  While it is difficult, for reasons of confidentiality, to get precise details in 

this area, the primary sources of revenue and the amounts of funding are work 

noting. 

 

88..55..  OOVVEERRVVIIEEWW  OOFF  CCOOMMPPEETTIITTOORR  NNAATTIIOONNAALL  TTOOUURRIISSMM  AADDMMIINNIISSTTRRAATTOORRSS  

SSOOUURRCCEESS  OOFF  RREEVVEENNUUEE  

 

88..55..11..  AAuussttrraalliiaann  TToouurriissmm  CCoommmmiissssiioonn  ((wwhhiicchh  hhaass  bbeeccoommee  TToouurriissmm  

AAuussttrraalliiaa))  

 

Tourism Australia is based on a co-operative funding model between government 

and the private sector. In 2003, approximately 79% of the ATC‟s revenue came from 

government; 10% from the industry contribution; 9% from advertising, and 2 % from 

other sources. This includes both the direct revenues from industry as well as 

revenue from joint marketing programmes that were undertaken. Through these 

programmes the industry supplements the funds provided by the ATC for product 

development, visiting journalist and tactical marketing programmes. Due to the 

nature of the programmes, these funds (in 2003 AU$ 48.7m) do not form part of the 

reported level of industry contributions to the ATC, but are in addition to it.  
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The ATC is dependent on appropriations from the Government for its continued 

existence and ability to carry out normal activities.  

 

Tourism Australia has additional independent revenue streams from a subscription 

funding model and from selling reports and data to industry. 

 

88..55..22..  CCaannaaddaa  

 

The Canadian Tourism Commission‟s (CTC) goal is to match or exceed CTC 

contributions to activities with partner contributions (destination-marketing 

organizations, associations, individual companies both large and small from the 

private sector, and senior representatives of the provincial and territorial 

governments). Contributions may be cash or in-kind goods or services.  

 

The CTC receives $83 million in core funding from the federal government. Of this 

amount, $62 million of the CTC‟s budget goes specifically to marketing and sales. In 

2003-04 and 2004-05 it forfeited $5 million for the government‟s budget reallocation 

program, bringing their budget to $78 million.  

 

The Tourism Industry in Canada, under the auspices of the TIAC, wants the CTC's 

core funding maintained, and a $25 million increase in its annual marketing budget - 

an amount that will be fully matched by industry partners. The increase would bring 

the CTC's budget to $108 million. 

 

88..55..33..  SSiinnggaappoorree  TToouurriissmm  BBooaarrdd  

 

The Singapore Tourism Board is funded through the Cess tax which is levied at the 

rate of 1% on all cessable items sold by tourist hotels, tourist food establishments 

and tourist public houses. Cess is levied on every room or suite occupied each day 

in every tourism hotel at a rate of 1% of the charge for the room or suite and in 

respect of sales made and all charges levied by tourist food establishments and 

tourist public houses (1% of all sales). Cess is collected by the Singapore Tourism 

Board under the Singapore Tourism (Cess Collection) Act.  
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For 2003, of the Singapore Tourism Board‟s $117 357 000 of operating revenue, 9% 

came from Cess on hotel rooms and suites, 16% from Cess on food and drink 

establishments, and the remaining 75% was the Cess reimbursement from 

Government (the cess rate was reduced from 4% to 1% in 1994. The Singapore 

Tourism Board is reimbursed for the amount of cess foregone as a result of the 

reduction in the cess rate). Other operating income amounted to approximately 

$4.5m, and came primarily from lease and rental revenue and Events revenue. 

 

88..55..44..  IImmpplliiccaattiioonnss  ffoorr  SSoouutthh  AAffrriiccaann  TToouurriissmm  

 

According to the WTO, Governments remain the primary funders of National Tourism 

Administrations overall and promotional budgets (see: Budgets of National Tourism 

Administrations; A Special Report from the WTO; 1996). From the brief overview of 

some competitor‟s tourism boards, this trend remains. Indeed, if anything, the 

tourism industry in many countries seem to be lobbying their national government‟s 

to contribute additional funding to destination marketing initiatives in order to 

overcome the effects of the global tourism downturn. 

 

Monitor has had some discussions with SAT regarding selling research as an 

additional source of revenue. The longer term thinking is to encourage industry to co-

invest in generating data, and to pay for big projects or feasibility studies conducted 

by SAT. 

 

However, the Global Competitiveness Project determined that there are currently 

large data gaps in the tourism industry, and these need to be plugged. Hence, given 

where SAT and industry players are at the moment, the primary focus is on 

encouraging industry participants to get graded, to use the new SAT brand and 

incorporate it within their marketing collateral, and to use SAT‟s data. Using any of 

the aforementioned areas as potential revenue streams in the immediate term is 

probably counter-productive. This may change in future years, once industry has 

bought in to the various initiatives.  
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88..66..  BBUUDDGGEETTSS  VVEERRSSUUSS  AACCTTUUAALLSS  

 

Ideally, this section would outline the proposed budgets versus the actual spend; and 

examine whether or not budgets were adhered to, areas of over- and under-

spending, reasons for this, and areas of discrepancy.  

 

Despite many requests, SAT has not given Resolve all the detailed annual budgets 

used and actuals spent for the years 1999-2004.  

 

Business Trust was of assistance in sending through a number of different budgets 

they have been privy to over the last few years. However, the lack of a consolidated 

set of numbers from which to work makes using these documents an exercise in 

futility. For example, in the detailed spreadsheet entitled ConsBudget200304 sent to 

Resolve by BT, the budget figure for total overheads for SAT for the financial year 

2003-2004 is R131 570 000. The corresponding number in the figures given to 

Resolve by SAT is  R123,451,925, an R8m difference. 

 

88..77..  CCOONNTTIINNUUEEDD  FFIINNAANNCCIIAALL  VVIIAABBIILLIITTYY  

 

Ideally, this section would look at SAT‟s forward projections, and interrogate their 

revenue and cost assumptions.  This would enable us to comment on the 

organisations future financial sustainability. 

  

Unfortunately, Resolve has not been given access to this data and hence are unable 

to comment. 

 

 

999...   CCCOOONNNCCCLLLUUUSSSIIIOOONNNSSS   

 

There is no doubt that the transformation and restructuring of SAT from a reasonably 

ineffectual government beaurocracy to a professional marketing organisation with 

sound leadership and skilled staff, supported by excellent working systems is one of 

the success stories of the transformation of public sector organisations in South 
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Africa.  The difficulties associated with the early years (1999 to 2001) were 

substantially as a result of the incapacity of SAT to not only fully understand its true 

mandate, but also to deliver on that mandate.  It was only with the changes effected 

by Minister Vali Moosa, in conjunction with the formation of the PPP with Business 

Trust and the introduction of good leadership and sound professional skills into the 

organisation, that the many successes outlined in this report were able to be 

achieved.   

 

Integral to the achievement of the objectives of the TGS and of the PPP between 

SAT and the Business Trust was the TGS.  The TGS provided both the road map 

and framework for the transformation of the organisation by supplying the 

methodology within which to structure the strategic decision making process as well 

as the necessary research needed to guide marketing choices.  In summary: 

 The strategy anchored the organisation around rigorous, fact-based and 

analytically sound insights 

 The organisation became focused and directed 

 The organisation was appropriately managed with the right types of skills 

sought 

 The strategy started to drive change in the organisation (in its design and 

operations) 

 The industry developed a more favourable perception of SAT 

 The organisations resources were appropriately prioritised  

 The organisation had access to a remarkable degree of market intelligence: 

for example, SAT has one of the best, if not the best, global data base on 

African tourists. 

The areas which have been identified in this report for further focussed attention 

should not be viewed as flaws in the process, but rather as arising from the difficulty 

of building and restructuring an organisation and, at the same time, being compelled 

to deliver high level services to a demanding market.  This, coupled with limited 
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resources, implied that difficult choices had to be made, which often had the 

consequence of displeasing certain stakeholders.   

Notwithstanding this, the following areas should be given serious consideration: 

 The current nature and state of the relationship of SAT with the industry and 

the need to focus on perception and relationship management with key 

stakeholders.  Strong partnerships with all levels of government and industry 

are critical to success. 

 The need to further develop a clear, internal measurement framework which 

will assess whether or not the strategy is delivering on what it was intended to 

deliver.  The efficacy and sustainability of the TGS is dependant on this. 

 To further developing a clearer understanding of the differential cost to serve 

different segments in order to inform spend allocation and better understand 

segment acquisition costs. 

 Detailed attention should be given to aligning product and service of the 

industry behind the TGS.  It is appreciated that whilst this was a conscious 

decision taken by SAT to first focus on where to play, and thereafter, on what 

to play with, the alignment of product and services behind the TGS is critical. 

 The ongoing improvement of systems within the organization in order to 

ensure mobility and flexibility that will enable speedy shifts of focus between 

segments / countries and up to date market intelligence; efficient 

communication channels with quick, responsive marketing partners who are 

able to implement the changes.  This will enable an understanding of core and 

“watchlist” markets and an ability to make the strategic choices which can 

then be efficiently implemented in the identified markets. 

 The issues which require attention from an organisational perspective include 

concerns around the size of the head office and the ratio of admin to 

professional staff, as well as a need to acquire more marketing expertise to 

bolster the Department at a middle to senior level.  It is also recommended 

that a further skills audit and training needs analysis should be conducted and 

that leadership development needs to be addressed.  The alignment of 

business goal measures with performance systems needs to be reviewed as 
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does the issue of recruitment and retention.  In this respect, a more detailed 

retention strategy needs to be developed. 

 The level of detailed financial information that is available and the accuracy of 

that financial data is an area of critical importance.  The fact that SAT Finance 

Department was unable to provide detailed expenditure budgets and  forward 

revenue projections is cause for concern. 

These issues need to be seen within the context of SAT undergoing almost continual 

change for the last 5 years, with numerous changes in top management (CEO‟s and 

Marketing Directors) and the attendant philosophies and different foci they bring. 

Implementing change is a long process, encompassing organisational strategy, 

structure, systems, staff, skills and culture.   The alignment of all of these critical 

factors is imperative if success is to be achieved.  

There is no doubt that the PPP was the right vehicle for achieving the objective of 

formulating a marketing strategy for South African tourism for two reasons. Firstly, 

SAT‟s capacity, at that time, to undertake the development of a marketing strategy 

that reflected the broader socio-economic importance of tourism was constrained – 

both financially and in terms of organisational capacity. The Business Trust was able 

to provide financial and management expertise where SAT lacked those capacities 

and skills. Both parties shared a common goal regarding tourism that was more 

realisable when the sum of the two was recognised as greater than the individual 

halves. Secondly, there was social capital and goodwill invested in tourism that 

extended beyond the individual parties. The PPP allowed for the participation and 

representation of broader interests and therefore produced not only a more 

sustainable solution, but also a more considered and rigorous one.  Given the history 

of South Africa and the great need for “social contract” successes, the example that 

a successful PPP provides is extremely valuable. 

Structurally, SAT has demonstrated an ability to affect an organisational turnaround 

to the extent that stakeholders generally see it as a more capacitated and effective 

organisation. The fact that SAT has transformed itself to address the marketing 

strategy is perhaps indicative that Business Trust‟s direct involvement and the 

necessity of the role that it played, has diminished.  This sustainability should 
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therefore be seen as a key indicator of  the success of the partnership between 

Business Trust and SAT. 

In relation to certain of the key lessons of the partnership between the Business 

Trust and SAT, the critical defining features of the success of the PPP were the 

proper alignment of interests with objectives and the manner in which both parties 

chose to implement the partnership, namely in a non prescriptive manner and in a 

spirit of eager cooperation marked by little of the territorial “powerplay” that so often 

undermines the social contract that should always be the foundation of a public 

private partnership.  However, in formulating a PPP, due consideration should be 

given to the capacity of the primary delivery mechanism at the outset, and any 

requirements for additional capacitation. Prior to formulating a PPP, therefore, a 

needs assessment and strategic review of the organisation should be conducted so 

that objectives can be set on a more informed basis. 

Finally, in achieving most of its critical objectives over the past few years and in 

particular for producing an international marketing strategy that places South African 

Tourism at the forefront of international tourist marketing organisations, SAT and its 

partner, the Business Trust, should be commended.
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