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Introduction to the Project 

 

Background: The Economic and Unemployment Challenge 
 

South Africa continues to grapple with major economic challenges and problems of high 

unemployment. According to Statistics SA's Quarterly Labour Force Survey published on Tuesday 30 

July 2019, the number of broadly unemployed South Africans, including those who have given up 

looking for work, exceeded 10 million for the first time in the second quarter of 2019. The narrow 

unemployment rate increased over this period from 27.6% to 29.0%. 

 

Despite considerable success in job creation in the past ten years relative to the rest of the country, the 

Western Cape has nevertheless been unable to dramatically reduce provincial unemployment. 

Statistics SA reports that quarter on quarter data for the Western Cape shows that job numbers held 

steady, with no increases or losses. This persistent challenge exacerbates the many social problems 

linked to joblessness in the province. 

 

The quickest way to accelerate job creation in the Western Cape would be through higher provincial 

economic growth. In recent years, the Western Cape has been able to achieve marginally higher 

economic growth rates than the overall South African growth, but overall trends have been strongly 

linked to national growth. 

 

Stats SA: Quarterly Labour Force Survey Quarter 2: 2019 
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Today, factors such as weak business confidence, rising costs of doing business, the lack of investor 

confidence, and capital flight - amongst others - are major constraints to South Africaôs economic 

growth, making dramatically higher economic growth even more critical to the success of the new 

Provincial administration. This ñde-linkingò of the Western Cape from South Africaôs economic situation 

will require learning the lessons from previous administrations. It also requires structural change which 

goes beyond a ñbusiness-as-usualò approach, focussed on economic promotion to support new 

investment, export growth and destination marketing, and economic reform and removing obstacles to 

business growth. 

 

Addressing the Challenge: Building the Economy and creating an environment for jobs 

 
Taking this into consideration, it was agreed that an Economic War Room would be established in the 

Premierôs Office of the Western Cape Provincial Government to enhance economic promotion and 

reform in Cape Town and the Western Cape, and a pilot project initiated to test new methods of working 

which could strengthen the Cape Town and Western Cape government capabilities to: 

¶ Engage firms and investors in key sectors; 

¶ Respond to firm and investor needs; and  

¶ Foster a more effective environment for attracting firms and investors and promoting economic 

development in the Western Cape.  

 

In conceptualising this pilot project, and taking into account the lessons of ten years in provincial 

government and more than thirteen years of government in local councils across the Western Cape, 

and in Cape Town, it was agreed that the Economic War Room Pilot would operate between the 

Provincial Government and the City of Cape Town, taking a whole-of-government approach and directly 

utilising officials across those Provincial and City departments with regulatory and promotional 

responsibilities. The War Room teams would be built from individuals working within both Provincial and 

Municipal governments, as well as Wesgro and relevant SPVs, working under political leadership, and 

with support from external consultants in methodology and design. 
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It was also agreed that the pilot would utilise a learning-by-doing approach to build ñcontext-specific 

capabilitiesò amongst officials, relevant to the Western Cape (e.g.: a home-grown, adaptive approach 

delivered iteratively, not a top-down strategy implemented over a set period), and would be informed by 

the latest evidence-based theory in economic reform and promotion based on success in other sub-

national economies. 

 

The Economic War Room pilot project was therefore established under the leadership of the Premier of 

the Western Cape and the Mayor of Cape Town, and publicly announced by the Premier in his State of 

the Province address on 18 July 2019. 

 

 

In spite of earlier proposals to run a pilot for a period of eighteen months, the pilot project was 

scheduled to run from the beginning of August to end January 2020, a total of six months. During this 

time, an assessment would be made of the efficacy of the methodology in addressing complex 

problems across two spheres of government. What was not considered was the length of time required 

to properly establish the War Room and launch the process, nor the time required to perform the 

evaluation.  

 

Additionally, the impact of statutory processes such as the MTEFs / Budget processes and Strategic 

Plans, both of which require a significant allocation of time resources by senior officials, meant that 

making the necessary time available over a shortened period came with its own risks.  

ñSince being elected as Premier 57 days ago, I have established an economic war room that has 

already set to work on some of the burning issues holding back our economic progress. 

 

The war room, in its pilot phase, is being funded by Harvard University and is made up of teams from 

the Province, City and private sector, who are focused on unblocking growth inhibitors in the 

construction and property industry, informal light manufacturing sector, the Atlantis manufacturing hub, 

and in tech and BPO. 

 

It will also be looking at the pressing challenge of commuter mobility. The Cape Town city-region is 

now ranked as one of the most congested nodes in the world. This is a downside we have to deal with 

of our rapid growth in population. Because this is a major a deterrent to job-creating investment, it 

must receive our focused attention until it is solved.ô 

Premier Alan Winde 

State of the Province Address, July 2019 



 
 

Western Cape Economic War Room: Pilot Evaluation Report  Page | 6  

 

And finally, the general South African close-down period commencing in early December through to 

mid-January meant that the process had to conclude for the purposes of the pilot in early December. 

 

As a result, the actual period over which the methodology was implemented was reduced to just over 

three months.  

 

PDIA practitioners have indicated that the duration of this pilot has been far too short. The initial 

proposals were for an eighteen-month process, allowing a more comprehensive assessment of the 

impact of this project. 
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Evaluating the Pilot 

This evaluation is both a process evaluation as well as an outcome evaluation. 

 

Given the existence of long-standing problems which are perceived to inhibit economic growth or 

actively contribute to declining jobs, the innovation of the Economic War Room pilot was three-fold: 

¶ Changing the way we do business:  

o The pilot tested the implementation of a methodology which has not previously been 

employed in the Western Cape or the City of Cape Town, and which required a very 

different approach to problem-solving by government officials; 

 

¶ Creating an environment for new processes and ideas:  

o The pilot required senior political and operational leaders to support a process of 

experimentation and learning through doing ï acknowledging and accepting that failure 

is part of that learning process; and 

 

¶ Building teams of capable officials, collaborating to solve problems: 

o The process is structured, quick-moving and transformative in the way that it forms 

stable coalitions of officials across multiple structures to work together 

 

o The effectiveness and impact of this teamwork, the relationships and the integration of 

their work was identified as a key outcome which would provide major, long term 

benefits to both governments  

 

Approaching five complex problem statements, and using this methodology to address them over a 

period of  three months, the Provincial and Cityôs political and operational leadership wished to 

understand how the implementation of this methodology could potentially assist in: 

¶ Addressing long-standing, ñstuckò problems that had the potential to unlock economic 

opportunities; 

 

¶ Better understanding the problems and their underlying causes; 
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¶ Supporting engagement in an ñactive listeningò exercise with stakeholders, particularly private 

business, to ensure a more customer-centric approach to delivery; 

 

¶ Identifying possible solutions, some of which could be implemented quickly to start unlocking 

job opportunities; and 

 

¶ Developing constructive and productive relationships between Provincial and City officials, both 

transversally across departments and across spheres of government, by actively participating 

in teams working together to solve problems.    

 

While it was not anticipated that significant solutions to the five problems would be identified and 

implemented during the limited period of the pilot, the impact of the pilot would nevertheless assist 

decision-makers to assess whether there would be merit in adopting this approach, continuing to use it 

for the identified five problem statements, and potentially expanding the application to further 

challenges throughout government, including those of a non-economic nature.  

 

Through the pilot process, learnings would also be gleaned on the conceptualisation of the structure as 

well as the support provided to the project and the teams. 

 

This evaluation seeks to assess the effectiveness of the pilot in achieving the goals of the political and 

operational leadership through this innovation. 

 

Each team has provided a comprehensive report on its proceedings, progress, and learnings, and 

these are attached in the Annexures to this report.  

 

The key objective of the pilot, which effectively ran operationally for three months, was to test and 

evaluate the ability of the Western Cape and Cape Town governments to implement a new 

methodology. Although it was accepted in advance that it was unlikely that solutions would be found 
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and implemented in the short time provided, in reality, every team has been able to identify solutions 

and achieve some significant improvements in the work that they have been engaged in.  

 

Multiple activities and projects identified during these three months still require additional medium- and 

long-term focus, and in some cases the allocation of budgets and human resources to be able to 

implement the identified solutions.  
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The Methodology 
 

Problem Driven Iterative Adaptation (PDIA) 
 

Following the decision to employ a learning-by-doing approach to build ñcontext-specific capabilitiesò 

amongst officials, the methodology adopted was one developed at the Harvard Kennedy School of 

Government, known as Problem Driven Iterative Adaptation (PDIA). This methodology has been utilised 

in multiple developing economies around the globe, including, amongst others, such countries as 

Albania, Central African Republic, Cote dôIvoire, Gambia, Honduras, Lesotho, Liberia, Sri Lanka, 

Mozambique, and has also been utilised by the South African Treasury. 

 

The traditional Solution and Leader Driven Change is prevalent in hierarchical government systems and 

is best applied to complicated rather than complex problems. Addressing the challenges of the Western 

Cape economy and job creation within the South African context, is a complex problem that requires a 

different approach to identify possible solutions.  

 

Problem Driven Iterative Adaptation (PDIA) seeks to achieve reform through a process of ñfeeling the 

wayò, where the solution is developed ñiterativelyò through testing multiple ideas across areas of global 

best practice, existing practice, latent practice, and positive deviance. 

 

 

ñHow to enhance an organisationôs ability to implement increasingly complex and contentious tasks is a problem whose 

solution is usually not known or even knowable up front.  

 

There are no easy or quick-fix solutions.  

 

Building state capability is an idiosyncratic process that looks different in each and every country; the specific institutional 

structures that come to have local legitimacy and effectiveness are highly dependent on a complex interplay of local 

context, history, politics and culture.  

 

In other words, the wheel must be reinvented, each and every time, because the process by which it emerges (or not) 

matters more than the product.ò 

 

Matt Andrews, Lant Pritchett, Salimah Samji and Michael Woolcock 

A GOVERNANCE PRACTITIONERôS NOTEBOOK: ALTERNATIVE IDEAS AND APPROACHES 
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Many of the concepts of PDIA mirror those embedded in current best-practice methodologies used by 

business. These include ñDesign Thinkingò, òAgileò, ñScrumò, resulting in a process that supports a more 

customer-centric and creative, iterative approach to building capability within government that responds 

to the local context and political environment to identify solutions to complex problems. 

 

During this process of implementing reform through experimentation, PDIA brings together teams from 

across government, and in fact from different spheres of government. In the Economic War Room pilot, 

teams comprised officials of the City of Cape Town and the Western Cape Provincial Government. 

Joining them were representatives of Special Purpose Vehicles (SPVs) and facilitators working for 

Wesgro. 

 

Together, officials engage in a structured process that requires them to speak with stakeholders in an 

active listening process, to deconstruct and properly understand the problem, identify areas where they 

could test ideas, and then to collaborate to develop the solutions ñiterativelyò. This methodology builds 

capabilities for governments to address ñcomplexò problems, working together in transversal teams and 

breaking down existing power dynamics and silo mentalities. 

 

 

PDIA Toolkit: The PDIA Process; Building State Capability at Harvard 
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Five problem statements were addressed during the pilot phase of the Economic War Room, these 

being:  

¶ Atlantis Manufacturing ï10 000 work opportunities need to be created and filled in the broader 

Atlantis area 

 

¶ Commuter Mobility ï Cape Town commuter transport is unreliable, time-consuming, expensive 

and unsafe  

 

¶ Fixed Capital and Property Development ï job losses and declining economic activity in the 

construction and property development industry 

 

¶ Light Manufacturing ï lack of job creation in the light manufacturing sector 

 

¶ Tech & BPO ï Cape Town and the Western Cape is a BPO and tech leader in Africa, but not 

growing and expanding sufficiently fast and not realising our job creation potential 

 

PDIA is a very structured process. Teams were supported on their journey through each part of the 

methodology, week by week, with guidance and support from Matt Andrews through their assignments 

and weekly teleconferences with the Secretariat. 

 

 

  



 
 

Western Cape Economic War Room: Pilot Evaluation Report  Page | 13  

Establishing the War Room 
 

Starting the Process 
 

Once initial decisions had been made around the five problem statements to be addressed, a great 

deal of initial work was required to identify the right people to bring into the teams, and then to seek the 

necessary permission for these War Room participants to be brought into the process. A list of suitable 

candidates was drafted through a collaborative process involving both political and operational 

leadership. 

 

The relevant political and operational leadership and managers (Authorisers) in both the City and the 

Province, and across all departments where officials had been identified as key members of the teams, 

needed to be briefed on the process. They had to understand the concept and goals of the War Room, 

be appraised of the methodology that would be employed, advised of the time requirements for their 

officials participating, including the attendance of weekly War Room team meetings and to conduct the 

work identified throughout the pilot, aligning this to their normal day jobs. Buy-in at this level provides 

the necessary authorising environment to support the team members to achieve their weekly action / 

adaptation / iteration tasks, and to engage with the methodology itself.  

Given the pace at which the process runs, it was a critical requirement that War Room activities be 

prioritised over all other activities. The commitment of the participants ensured that they were able to 

maintain the momentum, often working long hours to ensure that they did not fall behind in their 

responsibilities to their day job or to the War Room team. 

 

It was then necessary to ensure that each identified participant was fully briefed on their role throughout 

the pilot, understanding why they had been selected, what the process involved, and that they were 

prepared to commit to the project.  
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Learnings: 

 

¶ A key lesson for potential future engagement with this methodology is the importance of pre-

consultation with all relevant parties. This means comprehensive engagement with: 

o All affected or involved political leaders: Premiers, Mayors, MECs, MAYCO 

members;  

o Relevant officials in governments which are part of the process: Director Generals, 

Municipal Managers, Heads of Departments, Executive Directors; Senior officials 

who are line managers of individuals identified to participate; 

o The individuals themselves. 

 

¶ This consultation needs to be unambiguous on a number of elements of the project: 

o There must be an understanding of the prioritisation of the project, and what the 

implications are in terms of time and availability for other functions / meetings. In 

some instances, this may require reallocation of existing work to free the individual to 

participate fully; 

 

o Critically, the role of the authorisers needs to be clear, and it would be a worthwhile 

investment to provide training for authorisers to understand their responsibilities in 

achieving progress, including prioritising their time for updates and report-backs, 

providing necessary feedback, supporting necessary budget and other resource 

provisions, and using their influence to support the process within government. It is 

very important that they accept the underlying premise of experimentation and 

learning while doing; 

 

o Individuals should be given a clear framework of the work involved, and the 

assurance of senior support providing them with the authority to do the work 

required. This includes committing to engaging with learning materials and 

completing any preparatory work for sessions, participating fully in scheduled 

meetings and workshops and integrating the work into their day jobs;  

 

¶ Putting the necessary time and effort in up-front will ensure that the project has a reasonable 

chance of success. 
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Preparing for the Process 
 

Each participant was officially welcomed to the War Room through a written communication distributed 

on 12 August 2019. They were enrolled in the Harvard ñCanvasò online learning platform to commence 

their learning journey by engaging with case studies and videos. The first modules also guided the start 

of the process of thinking about their problem statement ahead of the Introductory Workshop scheduled 

for 26 August 2019. 

  

Learnings: 

 

¶ Many early challenges were encountered with the use of various forms of technology which is 

blocked by government, or where infrastructure did not support the requirements of the teams. 

o Most officials had challenges connecting to Harvardôs online learning platform, Canvas. 

Once they had been given the necessary permissions to sign on, they were unable to 

access YouTube and Vimeo videos which were part of the learning materials; 

 

o It had been agreed to use Slack as the main communication tool, providing a critical 

platform to share large files and to store these for future access. Many officials were 

unable to access Slack as an application, and some even had challenges with the web 

version; 

 

o It should be noted that some of the problems encountered may have related to 

individualsô own difficulties with technology, and that basic IT competence should 

potentially be considered in selecting participants; 

 

o Challenges with accessing broadband within the Base Camp meeting room meant that 

the agreement to include participants who were travelling using Skype / Zoom / 

WhatsApp could not be applied; 

 

o Future projects need to be allocated proper resourcing of internet access, presentation 

laptops, projectors and speakers to ensure minimum delays and effective operations. 
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The Authorising Committee 
 

An Authorising Committee was established, consisting of the Premier, Mayor of Cape Town, MEC of 

Economic Opportunities, MAYCO member for Economic Opportunities, WC Director General, City 

Manager and HOD of DEDAT.  

 

 

Learnings: 

 

¶ Given challenges relating to the initial establishment of the War Room, establishing buy in from 

senior politicians and officials and ensuring that the War Room participants understood their 

placement into the teams, inadequate lead time meant that the initial engagements with learning 

materials and planning for the Introductory Workshop were very rushed. Necessary attention to 

the points relating to this would provide for a smoother entry into the process. It is critical that all 

participants have opportunity to engage with training to ensure a constructive and productive 

early team engagement; 

 

¶ Participating in the War Room and following the PDIA methodology requires commitment and 

dedication from team members. Any future project should consider ensuring that there is an 

appropriate ñrewardò in the form of useful and preferably certificated training for active 

participants. 

ñéauthority is needed to make change happenðespecially in hierarchical government settings. This authority is often 

difficult to attain, however. It is seldom located in one office of person, and is often harder to lock-in with complex challenges, 

given that they commonly involve significant risk and uncertainty and require engagement by many agents responding to 

different kinds of authority. Every effort must be taken to address such challenges, and efforts should include an explicit 

strategy to establish an appropriate authorizing environmentò 

 

Managing Your Authorizing Environment in a PDIA Process  

Matt Andrews, Lant Pritchett, and Michael Woolcock; Harvard Kennedy School 
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The structure of the pilot project required that this committee provide the necessary support and 

ñauthorisationò at a very high level to the teams to enable them to do their work. This included 

participating in the initial Introductory Workshop held in August 2019, receiving an update on progress 

at a Mid-Project Workshop held in October 2019, and engaging in the final evaluation session where 

each team provided feedback on 6 December 2019. Additionally, all members of the Authorising 

Committee were invited to attend any of the weekly team meetings held in set time slots on Wednesday 

and Thursday of each week 

 

The Authorising Committee met weekly for three months, to consider reports from the War Room 

teams, to deal with requests to unblock problems requiring high-level intervention and to provide 

feedback to the individual teams on their work. Over the course of the pilot, some key officials were 

brought into the process to represent various members of the committee. While these individuals added 

value, given the pace of the process and the limited time of the pilot, it was not optimal to include them 

after the process had already commenced. 

 

 

 

 

Weekly reports to the Authorising Committee raised items for noting and several items that required 

intervention or support from the Authorisers. Over the period of the project, these did translate into 

some intercessions which had positive results, assisting teams to overcome various hurdles limiting 

progress. Many of these involved achieving valuable co-operation from officials and departments not 

directly involved or represented in the War Room. In fact, the concept of the War Room, its positioning 

as a priority project and the perceived support of key political and operational leaders generated a high 

Present Apologies Absent

Name 19-Aug

Workshop 

26 Aug 02-Sep 09-Sep 16-Sep

23 Sep 

Cancelled 30-Sep 07-Oct 14-Oct

Workshop 

21 Oct 28-Oct

4 Nov 

Cancelled 11-Nov 18-Nov 25-Nov

Evaluation 

Workshop 

6 Dec

Presence 

%

Alan Winde 1 1 1 1 71%

Andrea de Ujfalussy 1 1 1 1 69%

Cayley Green 1 1 1 50%

Craig Kesson 1 1 1 1 50%

Dan Plato 1 1 1 1 1 1 1 1 1 1 1 1 1 14%

David Maynier 1 93%

Harry Malila 1 1 1 1 1 1 1 1 1 36%

James Vos 1 1 1 1 1 1 57%

Lance Greyling 1 1 1 77%

Lungelo Mbandazayo 1 1 1 1 1 1 1 1 1 1 36%

Penny Tainton 100%

Solly Fourie 100%

Tammy de Decker 1 1 86%

Tim Harris 1 1 1 1 79%

War Room Attendance:
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degree of interest and willingness to collaborate and support the work throughout the structures in both 

governments. 

 

Efforts by the Secretariat to keep a broader group of key political and operational leaders updated on 

the functions and progress of the War Room by engaging with leaders of all departments represented 

in War Room teams (WCG Department of Transport, WCG Department of Cultural Affairs and Sport, 

City of Cape Town Spatial Planning and Environment) were well received and provided positive 

outcomes which supported the work of the teams. However, the lack of capacity and time to expand on 

these engagements was a risk in the process.  
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Learnings: 

 

 

¶ Any priority project of government requires that the leader of that government fulfil the role of 

Champion of the project. The fact that the Economic War Room Pilot was established under 

the authority of the Premier of the Western Cape and the Mayor of the City of Cape Town, 

and that all meetings of the teams were located in the Premierôs wing, added a critical 

element to the status of this project as a priority project and contributed to the confidence of 

the team members to take actions with the highest support. Any future projects should 

continue to function, at least ceremonially, with the Premierôs authority, as well as that of the 

relevant Mayor. 

 

¶ Given that the pilot covered a number of different areas of work, and that it was necessary to: 

o Keep the Authorising Committee small and manageable; 

o Ensure that it comprised leaders who would be in a position to evaluate the 

effectiveness and impact of the pilot and take decisions for future use of the 

methodology; 

not all of the senior politicians and operational managers were included in the Authorising 

Committee established for the pilot. Should PDIA be embedded in government, it would be 

necessary to establish specific Authorising Committees for distinct problem statements, and 

to ensure that the critical decision makers are included in those committees.  

¶ Given the short time-frame of the pilot, Authorising Committee meetings were scheduled 

weekly. Most of the Authorisers were unable to participate in the majority of these meetings. 

Any future project should provide for less frequent meetings of the Authorising Committee. 

 

¶ Authorisers selected for the pilot had no prior experience of PDIA, and did not necessarily 

understand or accept the philosophy behind the process, their role in engaging with the 

weekly reports, the need for feedback to the teams, and the requirements on them to provide 

the authorising environment. Any future project should include a process through which the 

selected authorisers are provided with some training on the process, their responsibilities and 

role.  



 
 

Western Cape Economic War Room: Pilot Evaluation Report  Page | 20  

  

Learnings: 

 

 

 

¶ No provision was made during the period of the pilot for direct reporting to official structure 

such as Cabinet, Mayco, PMC, EMT. The relevant structures and meetings should be 

identified, and reports on the project provided to these structures at regular intervals. 

 

¶ At various points of the process, including the Mid-Pilot Workshop, new representatives were 

introduced into meetings to represent some of the key decision makers. The PDIA process is 

a journey, and it is important that people participating in Authorising Committees have been 

part of that journey, know the history and the aims, have bought into the process, and are in 

fact ñauthorisersò, able to make decisions when required. While from time to time, it may be 

necessary to introduce additional people should the process identify this need, this is 

something that should be carefully and strategically managed. 

 

¶ The Premier and Mayor have considerable political capital resting on the Economic War 

Room and its success. A key element which was deliberately excluded from the process was 

that of communication, both internal within government, and externally with relevant 

stakeholders and residents in general. A great deal of interest has been expressed in the War 

Room, and future projects should include a Communications Strategy and plan, and provide 

capacity to manage these.  
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Troops on the Ground: The War Room Teams 
 

A key principle of the PDIA methodology is that existing human capacity in government is engaged in 

the process, and that the problems that they address are located in their ñday jobsò. The idea is for 

officials to be able to approach their complex problems in a new way.  

 

Five War Room teams of between six and ten people were established, one for each problem 

statement. Each team was assigned a facilitator drawn from Wesgro, who attended their meetings and 

participated in the processes. A ñSecretariatò was established, consisting of one staff member 

employed by Wesgro to manage the logistics for the process, record the proceedings, engage with the 

PDIA experts at Harvard and Oxford Policy Management, and act as the liaison between the teams and 

the Authorising Committee. 

 

Officials from the City of Cape Town, Western Cape Provincial Government and relevant Special 

Purpose Vehicles (SPVs) met weekly to work through their particular challenge. A weekly team 

exercise was submitted online, detailing what every member had done in the previous week, what they 

learned, what they struggled with, and what next steps would be taken. Simultaneously, every 

individual team member engaged with on-line training on the PDIA methodology and submitted 

individual assignments which helped to deepen their understanding of the process. 
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Forth-six people were originally selected to serve in the pilot project War Room teams. Over the three 

month process, of the forty-six participants identified at the start of the project, only one failed to 

engage at all, and one person withdrew within the first month citing work pressures. A third person 

unofficially withdrew shortly before the midpoint of the pilot. Of the original forty-six participants, 94% 

were fully engaged for the entire fourteen-week process. 

Learnings: 

 

¶ While identifying suitable windows of time in any government setting is difficult given the 

numerous statutory and time-bound activities, the short duration of the pilot mean that these 

placed additional burdens and constraints on the process. Critical activities such as the 

drafting of the Strategic Provincial Plan, Departmental Strategic Breakaways, the Medium 

Term Expenditure Framework (MTEF) and budget processes in both governments made it 

extremely difficult for the senior officials involved in the War Room to prioritise their 

commitments. In addition, while the pilot was scheduled to run for six months, including the 

set up and final evaluation process, the effective government shut down which occurs from 

early December to mid-January of each year meant that the active part of the pilot was further 

curtailed to take this into account. Future projects of longer duration will not experience as 

significant an impact as was felt in the pilot, but these deadlines should be considered when 

planning any interventions, and provision made for participants to be able to properly 

prioritise their engagement in the various areas of responsibility, without losing momentum in 

the project.  
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Learnings: 

 

 

¶ Line managers who have bought into the priority project should assist in reallocating some of 

the existing workload on participants, freeing them up to engage thoroughly with the project. 

Universally, participants have referred to the need to be able to ñcarve outò the time that they 

needed to focus on the War Room and maximise the learnings and the impact. 

 

¶ The need to properly brief all War Room participants on the project, scope and duration, their 

role and the consequences for them of being involved has already been covered. It is not 

possible to overemphasise the importance of this in removing uncertainty and ensuring active 

buy-in and commitment to the process.  

 

¶ Members of six SPVs were included in the various War Room teams. These individuals 

brought a high level of professionalism, ease with the more ñdesign thinkingò approach to 

problem solving, familiarity with more rapid turn-around of action, and contributed massive 

expertise into the process. They also provided access to significant networks of experts and 

volumes of data to share. While there were challenges around the inability to bill their time, 

every organisation represented also gained significantly from being involved in the process, 

and has developed a far greater understanding of how government works and the various 

challenges that constrain its ability to act under certain conditions. 

 

¶ In the conceptualisation of this pilot, a Facilitator was included in each team, drawn from the 

Wesgro staff. Throughout the pilot, the role of facilitator remained unclear, both to the teams 

themselves and to those placed in this role. A further challenge was the nature of their work, 

requiring them to travel regularly and therefore miss meetings. Those who were specialists in 

the topic of their allocated War Room rapidly because ordinary, contributing members of the 

teams. The individuals themselves added significant value to the work being done, and were 

able to introduce a business-like culture to proceedings. However the facilitator role itself 

does not appear to have added value, as is reflected in the survey responses. 

¶  
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Learnings: 

 

¶ Without exception, teams raised the issues of too much paperwork in the process. This was 

in fact kept to an absolute minimum, with the Secretariat producing all minutes on the day of 

the meeting. The only requirement on teams was to submit their individual and team 

assignments which are a necessary part of the learning process and record progress. Given 

the emphasis on this, any future project would need to provide for the capacity to produce 

instant turnaround on minutes, and consideration could be given to a lower-level resource to 

accomplish this and also be allocated to submit team exercises, should this really be seen as 

too much of a burden. However, should some of the earlier points around making time 

available be addressed, it is likely that the ability to immerse themselves more into this 

process during normal hours, rather than at night and over weekends, might limit the aversion 

to ñpaperworkò. 

 

¶ The role of Secretariat was seen as invaluable by the teams, as evidenced in the survey 

responses. Any future project would need to consider including this role to manage the 

planning, logistics, liaison between authorisers, the PDIA teams in a consultancy retained and 

the War Room teams. However, best practice as well as the experience of this pilot would 

indicate that it is not feasible for one person to manage as many as five teams, and that 

optimally a person should be allocated to every two or three teams. These people should also 

be properly equipped, with the necessary IT and communication resources to function 

efficiently. 

 

¶ A further consideration would be the provision of properly trained PDIA Coaches to support 

teams. A recommendation from this pilot is that a corps of suitable officials, drawn from the 

existing five War Rooms be provided with the necessary training to enable them to lead 

teams across government. This would require a bespoke training course to be designed and 

delivered by PDIA experts. 
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Launching the Pilot: Introductory Workshop 
 

 

 

The initial introductory session of the Economic War Room took place on 26 August 2019, bringing 

together all of the individuals identified to participate in this important pilot project. The session was led 

by Peter Harrington of Oxford Policy Unit, contracted by Harvard to support this initial engagement in 

the Western Cape. 

 

 

 

For many of the team members, this was the first time that officials of the Province and the City, 

although working in the same sector, had engaged in a conversation together.  
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The first task for each team was to establish an acceptable team constitution as a framework for 

working together. They then proceeded to consider what data they would need to access and which 

stakeholders to engage, and then commenced the work of unpacking their problem statement to build 

the first iteration of their Fishbone Diagrams. 

 

Atlantis Manufacturing Team: Fishbone Iteration 1 

 

 

Fixed Capital and Property Development Team:  

Fishbone Iteration 1 

 

Commuter Mobility Team: Fishbone Iteration 1 

 

Light Manufacturing Team: Fishbone Iteration 1 
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Tech & BPO Team: Fishbone Iteration 1 

These initial diagrams continued to evolve, taking into account the learning through the process each 

week. 

Learnings: 

 

¶ The attendance of Authorisers at these events is critical to convey the importance of the 

project, and support at the highest level. 

  

¶ There is significant value in being able to bring in an external facilitator who is an expert in the 

process to add credibility and status to the workshops. This needs to be factored into future 

projects as part of the supporting scaffolding. 

 

¶ More frequent engagements to reflect and share as a ñCommunity of Practiceò would be 

extremely valuable in any future project. 

 

¶ Ensuring that participants have committed to and complete preparatory work ahead of 

Workshops is important to ensure that the required progress is made. Over the period of the 

pilot, a number of participants did not engage with the materials or the exercises, and this 

often held teams back from the gains that they could have made in the available time. 

Because the engagement with the learning material and submission of assignments was not 

a precursor to a certificate in PDIA, there were not necessarily any consequences for not 

doing the ñhomeworkò before workshops and before team meetings. There is no doubt that 

the ñcarrotò of certification would add to the level of engagement. 
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Learnings: 

 

 

¶ The first team meetings took place in the week of the Workshop, further reinforcing the rapid 

turnaround of the methodology and supporting a mind-shift amongst participants.  

 

¶ The relative simplicity of  the steps of the methodology saw teams able to engage quickly and 

almost immediately produce valuable work. The key remains in the regular structure of the 

journey, moving from the  problem construction and deconstruction, through iterations of 

action to the solution. 

 

¶ In the process of selecting problem statements, it is important to ensure that they are in fact 

validated by data. 
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Implementing PDIA: Day to day in the 100 Day Pilot 

 

The Pilot timeline 
 

The Economic War Room officially launched at the Introductory Workshop on 26 August 2019. In 

keeping with the rapid pace of the process, the first team meetings took place in that same week, 

commencing 28 August and running in a weekly cycle through to 5 December 2019. The final pilot 

evaluation workshop took place on 6 December 2019, neatly bookending a process of 100 days of 

implementing PDIA in the Cape Town and Western Cape government processes. 

 

 

The Economic War Room Pilot: Team Progress 27 August ï 5 December 2019 

 

Learnings: 

 

¶ Three months is not an adequate amount of time for teams to complete their work on their 

problem statements. 

¶ There is a great deal of concern around how to ensure that this work is not lost, and that 

provision is made for a continuation in some form of the existing teams. 



 
 

Western Cape Economic War Room: Pilot Evaluation Report  Page | 30  

 

Weekly Team meetings 

 

Engagement in the weekly team meetings and workshops was outstanding. In spite of the fact that 

most of the officials selected for these teams were senior and that many had to travel for work, and that 

participants from SPVs were not financially compensated for the time committed to this process, 68% of 

team members were present at more than 75% of the weekly sessions. 

 

 

War Room: Team Attendance Records 

 

Every team met in its assigned, recurring time slot each week, convening in a regular venue in the 

Premierôs wing, aptly named the War Room òBase Campò. This venue was set aside for the express 

use of the PDIA teams, and this supported a sense of an operations base for the War Room and 

promoted the sense of a priority project. 

 

Four of the five teams agreed to rotate the role of Chair between the team members, and to nominate a 

different person each week to submit the team exercises. This allowed all members of the team to step 

into a leadership role, and also provided the space for everyone to participate fully in the debate. The 

Team Name

Workshop 

26 Aug 28/29 Aug 4/5 Sept 11/12 Sept 18/19 Sept 25/26 Sept 2/3 Oct 9/10 Oct 16/17 Oct

Workshop 

21 Oct 23/24 Oct30/31 Oct 6/7 Nov 13/14 Nov 20/21 Nov 27/28 Nov

Evaluation 

Workshop 6 

December

Jarrod Lyons 1 1 1 1 1

Bianca Mpahlaza 1 1

Mike Mulcahy 1 1 1 1

Zolile Siswana 1 1 1 1 1 1

Pierre Voges 1 1 1 1 1 1 1 1

Gerschwin Williams 1 1 1 1 1

Hildegarde Fast 1,00             

Jacqui Gooch 1 1 1 1 1

Donald Grant 1

Denny-Jean Keet 1 1 1

Yaw Peprah 1 1 1 1 1 1 1

Kyle Reinecke 1 1

Leigh Stolworthy

Clive Stuurman 1 1 1

Cornelis Van der Waal 1

Cabral Wicht 1 1

Rehana Boolay 1 1 1 1 1 1 1 1 1

Tammy deDecker 1 1

Mxolisi Dlamuka 1 1 1 1 1 1

Gerhard Gerber 1 1 1 1

Timothy Hadingham 1 1 1 1 1 1 1 1 1 1 1 1

Salman Kajie 1 1 1 1 1

John Peters 1 1 1 1 1

Joey Pillay 1 1 1 1 1 1 1 1 1 1

Taryn van der Rheede 1 1 1 1 1 1 1 1 1

Cheryl Walters 1 1 1

Alan Alborough 1

Lauren Basson (previously Cathy Pineo) 1 1 1 1

Denan Kuni 1 1 1 1 1 1 1

Luzuko Mdunyelwa 1 1 1 1 1

Mxolisi Miller 1 1 1 1 1 1 1 1 1 1

Andile Mxotwa 1 1 1

Chris o'Connor 1 1 1 1

Thembinkosi Siganda 1 1 1 1 1

Nadine Smith-Clark 1 1 1 1

Rashid Toefy 1 1 1 1 1  

Zimkhita Buwa 1 1 1 1 1 1 1

Enrico Girolo 1 1  1 1 1 1 1

Lance Greyling 1 1

Jo-Ann Johnston 1 1 1

Ian Merrington 1 1 1

James Milne 1 1 1 1

Lean Muller 1 1 1 1 1

Tim Parle 1 1

Gareth Pritchard 1 1 1 1 1 1 1 1

Clayton Williams 1  1 1 1 1

Tech & BPO

Light Manufacturing

Fixed Capital and Property Development

Commuter Mobility

Atlantis Manufacturing
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effective ñdemocratisationò of the process was a valuable learning which the teams found to be 

beneficial in breaking down potential power barriers in the room. 

Of the five War Room teams, only one experienced significant problems caused by poor attendance. 

Inconsistent participation by the Cityôs representatives in the Light Manufacturing team raised concerns 

at more than one stage of the process around whether this team should continue to function for the 

duration of the pilot. Team members often failed to arrive for meetings, usually without advising their 

unavailability, and engagement with the exercises and assignments was very poor, often due to 

apparent technology challenges. While an immediate improvement was seen in attendance following 

an intervention by the Authorising Committee through the City Manager, this was not sustained and led 

to significant frustration on the part of particularly the three SPV members of the team who were 

diligently committing their time and attention to this important project.  

 

In spite of these challenges, and again through a request for support from the Authorising Committee, a 

transversal engagement between four City Departments succeeded in unblocking a problem around 

City assets, allowing the establishment of two focused Light Manufacturing Hubs in Khayelitsha and 

Mfuleni. This result is a potentially valuable breakthrough in a sector that has not previously been 

prioritised, but which is economically important and holds great potential to grow employment. 

Learnings: 

 

¶ Effective organisation and management of logistics is important to not distract from the 

process. 

  

¶ A regular time slot and venue proved to be very effective in maximising attendance of weekly 

team meetings. This venue should be properly equipped with the necessary resources 

required to function efficiently, including the technology mentioned previously, but also 

multiple flipcharts, whiteboards, markers, notepads, Prestik, post-it notes and other workshop 

materials. 

 

¶ Scheduled weekly meetings of two hours were generally effective. Provision must however 

be made for these meetings to be extended for specific purposes, such as engaging with 

external or government experts on specific areas of the problem statement. During the period 

of the pilot, team meetings took place back-to-back, with a half hour between them to clear 

the room and set up for the next session. Meetings would need to be more spaced out, and 

access guaranteed for the required sessions. 
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Learnings: 

 

 

¶ Teams were very dependent on receiving the minutes of the meeting on the day of the 

meeting. This helped them to complete their team assignments and also to schedule actions 

over the next week. In the pilot project, this meant that three sets of minutes had to be 

captured and distributed after the end of the working day, twice a week every week. This is 

not sustainable and alternative arrangements need to be made to provide the capacity to do 

this in a more effective manner. The Tech and BPO team proposed the creation of an App to 

remind them of their weekly commitments, and this is an option that could be explored 

moving forward. 

 

¶ The adoption of team constitutions at the commencement of the process were an important 

part of ensuring that the participants were all aware of their responsibilities. In terms of their 

own agreed terms of engagements, War Room members were aware that, should they not be 

present at a meeting the team would forge ahead and would not move back to accommodate 

them at a future meeting. In this regard, the failure of technology to provide an alternative 

remote link into a meeting was a challenge for some teams where members regularly had to 

travel.   

 

¶ The decision by four of the five teams to adopt a rotating chair proved to be a very useful 

mechanism to ñdemocratiseò meetings and share responsibility. 

 

¶ Regular attendance of meetings critical, reading minutes and doing homework were all 

important requirements of participants. In the absence of this discipline, as was experienced 

in the Light Manufacturing team in particular, teams risk the loss of momentum, have to 

recover old ground, and those team members who diligently engage experience great 

frustration at being let down by their colleagues. 

 

¶ Engagement of Authorisers and support for prioritisation of the activities of the War Room is 

critical for progress to be made. 
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Constructing and Deconstructing the Problem Statement 

 

Through the PDIA process, fishbone diagrams were adapted and fine-tuned, taking to account input 

from stakeholder engagement and the weekly deliberations of the team members. The teams referred 

back to these diagrams regularly to adapt them for new learnings, identify other areas of focus, and 

ensure that they did not unintentionally ignore areas of possible action. 

 

At various stages in the process, teams chose to develop separate full fishbone diagrams for some of 

the causes or sub-causes initially identified, as can be seen in the work done by the Commuter Mobility 

team, as well as the Fixed Capital and Property Development team.  

 

The Tech and BPO team also used this tool to unpack the complex issue of Visas and the causes and 

sub-causes of this challenge, identifying areas for potential action and influence. This process was very 

valuable as a stand-alone exercise, but lacked follow-through as it was somewhat isolated from the 

main War Room activities and dependent on many other structures to take action. As a longer-term 

intervention, this remains a key area of focus, and it would be useful to ensure that the learnings of this 

exercise feed back into the War Room processes moving forward. 

 

Learnings: 

 

¶ The full schedule of weekly meetings over the three month pilot period was diarised through a 

meeting request to all participants at the start of the process. This helped to ensure good 

attendance, but there remains a responsibility on participants and their line managers to 

ensure that the  time for regular meetings is prioritised. 
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Atlantis Manufacturing Team: Fishbone Iteration 6 December 2019  
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Commuter Mobility Team: Fishbone Iteration 6 December 2019  
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Fixed Capital and Property Development Team: Fishbone Iteration 6 December 2019  
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Light Manufacturing Team: Fishbone Iteration 6 December 2019 

 

 

 

Tech & BPO Team: Fishbone Iteration 6 December 2019 

 

  



 
 

Western Cape Economic War Room: Pilot Evaluation Report  Page | 38  

The two teams who took each cause ñ boneò and generated a new fishbone using that cause as the 

problem statement found innovative ways of dealing with the work to expand on these.  

¶ The Commuter Mobility team split into multiple teams or two, usually one Provincial and one 

City representative in a team, and tackled their specific cause to report back the team for 

ratification. This cross-pollination was a useful exercise in deepening knowledge, 

understanding and collaboration; 

 

¶ The Fixed Capital and Property Development team populated their cause fishbones with all of 

the detail provided through stakeholder engagements, and then called separate sessions 

where they met with the departments concerned to work through the diagram and validate or 

dismiss the sub-causes. Again, the learnings through this process were very useful to ensure 

that everyone was on the same page with regards to the underlying causes of the problems 

and where interventions could be identified. 

 

A separate process was convened by the Tech and BPO team to look at the complex area of visas. 

While the exercise itself was useful to unpack the root cause of the challenges being experienced, and 

will undoubtedly inform some of the work being done in this area moving forward, the lack of a 

framework and ongoing process meant that there was little progress and no specific focus to drive any 

specific action relating to this problem. 

 

The process of sitting with the problem statement and not jumping straight to solutions was one that 

many officials struggled with. The desire to find ñquick winsò, and in particular to please their political 

leaders through this process, was strong.  

 

For the first four weeks after the Introductory Workshop, participants were discouraged from looking for 

solutions, and encouraged to think more deeply about the problem causes and sub-causes.  

 

Working individually, and then bringing their thinking into the team environment, they were then 

prepared to start the process of sequencing, identifying areas of potential action and impact.  
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Identifying Change Spaces 

 

In weeks five and six of the process, teams learned to consider the Triple A (AAA) analysis, identifying 

where they had the Authority to act, where there was a high level of Acceptance around the problem 

thereby supporting engagement and influence, and where the Ability (capacity, resources, time) was in 

place to engage and find solutions. 

 

This process highlighted the potential ñchange spaceò, identifying the Entry Points where teams would 

focus their attention for the remainder of the pilot. 

 

Also highlighted through this process were several areas where the Authority to look for solutions 

requires engagement with National Government. This remains an area that needs to be addressed 

should these projects move ahead. 

 

Learnings: 

 

¶ Government officials in particular found it difficult to sit with problem statement and not jump 

to solutions or ñquick winsò. 

 

¶ PDIA processes of drafting the fishbone and diving down to causes and sub-causes was a 

valuable exercise which helped to build relationships, communication, collaboration and 

mutual respect, and let to a deeper understanding of the problem to be addressed. 

 

¶ The process of drafting the fishbone provided a discipline in the approach to the problem 

statement, but also allowed creativity and deep thinking.  

 

¶ It is important to acknowledge that there must be a framework around the óproblemô which 

includes the other steps of a structured PDIA process. The fishbone is not in and of itself an 

endpoint. Caution needs to be exercised around the tendency developing in the language of 

government to ñPDIAò everything without understanding the discipline and demands of this 

process. 
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In the spirit of the iterative and adaptive nature of this process, teams were creative in adapting the 

methodology to support their decision making. The Commuter Mobility team, for example, conducted 

further analysis, scoring their various Entry Points according to the potential impact and time to 

implement to support their selection of areas of intervention.  

Learnings: 

 

¶ The process was extremely useful to highlight areas where it was possible to generate ideas 

for immediate action. 

  

¶ The discipline of working through all of the causes and sub-causes as a team again helped to 

cement the relationships, and established a high degree of collaboration and consensus in 

teams. 

 

¶ While teams worked on those areas where they identified the biggest change space during 

the period of the pilot, there are many additional areas of lesser change space which could 

nevertheless be addressed. A mechanism should be agreed for the existing team to move 

ahead to address some of these.  
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Crawling the Design Space and moving to Ideas 
 

Interestingly, given the initial impatience to move to solutions experienced in every team over the 

preceding eight weeks, the next step in the PDIA process, looking at possible areas to generate ideas, 

was one that all participants found extremely challenging. This was reflected in the limited engagement 

with and submission of their individual exercises on Canvas, and the difficulty in engaging in 

constructive debate in the weekly meetings. Much of this difficulty appears to be the result of the 

traditional move to develop large project plans, submissions, budgets, policy and legislative change, 

and in the limited recognition of the power to initiate small actions. 

  

Crawling the Design Space for Multiple Potential Solutions, 

Building State Capability: Matt Andrews, Lant Pritchett, Michael Woolcock 

 

Learnings: 

 

¶ Particularly in the Commuter Mobility team (Rail / PRASA) and the Tech and BPO Team 

(Visas and Exchange Controls) the process highlighted areas of Authority where there is a 

dependence on National involvement. This was a challenge that could not be approached 

during the pilot, but which requires resolution at a political or senior administrative level. It 

would be useful to conduct a pilot project which includes national representatives to identify 

learnings that could be taken into future projects. 
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Over the next two weeks, the War Room team meetings focussed on confirming their Entry Points and 

agreeing on ideas for potential action. 

 

By mid-October, they were required to start taking small action steps, both as individuals taking their 

work on into their day jobs, and also as teams. In two respects, they continued to struggle with this 

aspect of the methodology: firstly, they fell back into the big solutions so often considered by 

government; and secondly, they appeared unable to recognise the small actions that they were, in fact, 

taking and therefore failed to report back on these to their teams. 

 

The Mid-pilot Workshop was well-timed to re-energise and teams were motivated by the desire to show 

progress that they could report back to the greater War Room team and their Authorisers. At this stage, 

teams started to become more comfortable with the idea of small actions, had greater clarity on what 

was within their control to initiate, and were starting to recognise the link between their day jobs and 

their role in the War Room (although this remains an area of debate around causality throughout the 

pilot process).  

 

  

Learnings: 

 

¶ By the mid-point of the pilot, teams had started to recognise that small actions had the 

potential to  make a real difference, and that not every solution required big budgets, grand 

plans and lengthy time periods. They had also started to recognise the extent of the authority 

inherent in their positions, and that sometimes officials tended to put artificial constraints in 

the way of progress. These lessons needs to be bedded down and extended throughout 

government.  

  

¶  Scheduling a report back session was a great motivator to spur action, achieve outcomes 

and be able to report to colleagues in other War Rooms as well as their Authorisers. Future 

projects should take into account the value of participants seeing themselves as part of a 

bigger team, while fuelling the natural competitiveness of human nature to drive progress. 

 

¶ An ongoing conflict that is experienced by officials, and which was evident in preparing to 

report on the first actions and successes, is the struggle to acknowledge the overlap of day 

job and War Room work and to therefore be able to establish causality. Since it is a key 

requirement of the PDIA process that participants are immersed in the area of work in their 

day jobs, it is anticipated that this will remain a challenge, and one which should be 

addressed in more detail in the initial briefings, and reinforced throughout the process. 
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Action Push, Adaptation and Iteration 
 

Having properly understood their problem statements, unpacked the causes and sub-causes, identified 

change spaces and agreed on ideas for action, all five teams proceeded to take steps to implement 

possible solutions, report back on these weekly to assess the learnings and areas of struggle, to adapt 

and iterate. 

 

The actions undertaken in the journey to solutions are all documented in the team reports included in 

Annexure C (C1 to C5) of this report.  

 

Given the time constraints, many activities are still at an early stage and will require ongoing attention 

to continue to assess, adapt, iterate. Other actions have not yet commenced as they require more 

medium- to long- term capacity. The work of the past three months should be preserved, and care 

taken not to lose the momentum that has been generated. While team members have expressed their 

commitment to seeing this through, the lack of a structured process and accountability to ensure this 

may undermine this intent. 

 

Learnings: 

 

¶ Through applying the PDIA methodology in the Economic War Room pilot, the process has 

driven progress. This however requires ongoing structure, discipline and management. A 

number of ideas have been explored, actions identified, iterations commenced, and few of 

these have reached conclusion. While teams have expressed their intent to continue to meet, 

this would be effective and sustainable only if there is a process that allows them to continue 

to do so. The solutions to the five existing problems statement have not been identified and 

implemented ï it is still early days in the process. Serious consideration should be given to a 

process that support the ongoing work of these teams, what the structure of that work looks 

like, and how to adequately resource them. 

  

¶ The weekly work of interrogating learnings and discussing the areas of struggle helped team 

members to ensure that the actions taken were really making an impact that addressed the 

identified causes / sub-causes of the problem statement. Mattôs considered and expert 

feedback into this process was invaluable to support the learning and growing aspect of this 

pilot. 
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Stakeholder engagements 

 

Engagements with Stakeholders are a key element of the PDIA process and help to inform the deep 

understanding of their problem statement from the perspective of the user. Over the period of the pilot, 

teams reported on three hundred and fifty-five engagements with stakeholders, and discussed the 

learnings of those engagements in their team meetings. These interactions brought the voices of small 

business owners, investors, property developers, commuters, traffic engineers, participants in both the 

formal and informal light manufacturing environment, tech start-ups, venture capitalists etc into the 

room, and contributed to rich debate and a flow of new ideas.  

 

 

Additionally, the structured reporting on these engagements every week meant that team members 

quickly moved past any discomfort that they might have initially experienced in these sessions, and 

started to see real value in the interviews. They experimented with the use of various tools, such as the 

Learnings: 

 

¶ Most areas of struggle identified by team members related to time pressures. While 

exacerbated by engagement in the War Room, these appear to be more general problems of 

officials who simply have too many responsibilities and projects on their plates, and who 

struggle to prioritise and manage their diaries. 
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Five Whyôs, or using the Fishbone Diagram as a starting point for the conversations, and this enabled 

them to have constructive and productive conversations which shifted from generalisations to specifics 

around the causes and sub-causes of their problem. 

 

Stakeholders who were interviewed responded positively to this demonstration of a government 

interested in their experience and committed to making change. 

 

Moving forward, one of the lasting impacts of using PDIA will be a recognition that regular and focussed 

engagement with stakeholders is key to ensure government delivery that meets the needs of the 

ñclientò. 

 

 

 

Learnings: 

 

¶ Stakeholder engagement was a valuable part of the process, and one which many officials 

felt that they were not engaging in adequately in their day jobs. 

  

¶ The responsiveness of interviewees meant that the hour-long slots put aside for meetings 

were often exceeded. War Room participants began to schedule much longer sessions. 

 

¶ Many struggled to find the time to reach out to stakeholder to set up their meetings and may 

require additional logistical support to manage this process 

 

¶ In this area in particular, SPVs were able to significantly extend the officialsô networks and 

introduce them to many stakeholders working in the area of the problem statement, adding 

value for the future. 

 

¶ War Room team members found the use of the 5 Whys exercise covered in their introductory 

Workshop, as well as the fishbone diagram, very useful in their engagements with 

stakeholders. Most would benefit from some development work around active listening and 

interview techniques. 

 

¶ The response of stakeholder was extremely positive, and they communicated their delight in 

being engaged by a government that wanted their input into a priority project. Consideration 

should be given to a structured feedback session to these stakeholders as part of the final 

evaluation of the pilot. 
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Data 

 

In every team, data-sharing produced large amounts of valuable data which improved the information 

available to officials in both governments. SPVs were the source of a great deal of research and 

analysis which added to the groupôs understanding of their problem. 

 

With the exception of the Fixed Capital and Property Development team, which had a member 

allocated to this function, the groups did not have access to capacity to analyse the available data. 

While not necessarily a member of the team, it would have been useful for a resource to be available to 

support the work by providing expertise in data management and analysis.  

 

Additionally, there were no systems available for storage and management of big data, and this made it 

difficult to ensure optimal use of all of the information available to teams. 

 

 

 

Learnings: 

 

¶ At the commencement of the process, teams spent time on identifying data that they would 

need, and where to source this. Throughout the process, they continued to identify additional 

information that would be helpful. Large amounts of data were shared, much of it for the first 

time, between officials in the Province and the City, with the SPVs adding significantly to this 

richness of information. 

  

¶ There was a high degree of willingness to share between officials of the two governments. 

 

¶ The agreements established in the team constitutions ensured that any sensitivities around 

sharing data and maintaining the confidential nature of the work was soon dispelled. 

 

¶ Over the period of the pilot, it became evident that a data-base for the storage and 

management of big data would have been invaluable. This should be considered for any 

future projects. 

 

¶ Additionally, teams required a resource to assist them with data analysis, and this need would 

certainly grow as projects start to achieve success, and where it becomes necessary to 

measure the impact. 
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Communication 
 

While it had been decided that no external communication would take place during the period of the 

pilot, the Economic War Room nevertheless received some unsolicited publicity as a result of the 

Premierôs State of the Province address, First 100 Days speech, the Mid-term budget processes, 

various public addresses by the Premier, the MEC for Economic Activities and head of DEDAT, as well 

as external press releases from stakeholders that mentioned the War Room.  

 

The Fixed Capital and Property Development, supported by the Authorising Committee, drafted a 

newsletter for distribution to the industry, providing feedback on progress to the various groups and 

associations which had been engaged, and which are very vocal in the call for their problems to be 

resolved. This has generated positive publicity and improved relationships between government 

officials and business engaged in this sector, and suggests that proactive engagement and feedback 

with stakeholder groups could add value and generate a positive attitude to government. 

 

 

 

Soft Skills 
 

Learnings: 

 

¶ An official Media Strategy and Media Plan should be developed for any future project. These 

should include communication with internal government departments as well as external 

media releases, op-eds and events.  

 

¶ An appropriate budget should be allocated to implement this plan. 

 

¶ Internal Media should be directed at appropriate decision-making structures, as well as 

departments and internal stakeholders where the problem statement would be of interest. 

 

¶ External media should be directed at relevant target audiences, with the platform and specific 

outlook aligned to this purpose. 

 

¶ Consideration should be given to contributing to the body of global PDIA case studies and 

blogs, and engaging with the growing African and global Community of Practice. 

 



 
 

Western Cape Economic War Room: Pilot Evaluation Report  Page | 48  

While all participants in the War Room teams were highly professional, senior officials and SPV 

members, most of whom have worked in government for many years, there have been key shifts in the 

way that businesses function over the past few years and these have not necessarily filtered into the 

way that government structures work.  

 

The PDIA process highlighted several areas for possible support and development which could assist 

these officials and their teams to engage more effectively, both externally and internally. These areas 

include elements of:  

¶ Active listening; 

¶ Interview techniques; 

¶ Collaboration; 

¶ Creativity; 

¶ Complex problem solving; 

¶ Communication; 

¶ Conflict resolution; 

¶ Time Management  

 

 

 

ñIn all projects, excellence beyond good systems and processes is requiredðspecifically, a blend of leadership, science. 

We call this blend the ñart of project leadershipò. As projects increase in size and complexity, this art becomes increasingly 

important. 

 

Whereas these leadership skills might be termed soft, the reality is that they can be the most difficult elements to ingrain 

within a capital project organisationðto put it differently, the soft stuff is the hard stuff. Our interviews and research support 

the view that the art of project leadership becomes ever more vital with the growth of project scale and complexity.ò 

 

 
 

 

The art of project leadership: Delivering the worldôs largest projects 

McKinsey Capital Projects & Infrastructure Practice September 2017 
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A focus on developing the so-called essential soft skills should inform strategies for change moving 

forward. 

 

 

Collaboration between Governments 
 

A key desired outcome of using the PDIA methodology was to improve the collaboration and working 

relationships between the City of Cape Town and Western Cape Provincial government officials. In 

some instances, decades of mistrust and lack of engagement between officials in the two governments 

have negatively impacted the ability to deliver services optimally.  

 

During the first round of team meetings, there was a clear sense of reticence between representatives 

of the two governments. When problems were raised relating to one or other government, the 

immediate response was often one of defensiveness, or even attack. By the second week of meetings, 

while sensitivities were still present, there was a conscious attempt to hold back from responding, to 

listen and then to engage constructively. By the third week, the engagement was one of trust, active 

participation in debating and collaborating to find solutions. As one of the participants said, ñwe no 

longer know who is City and who is Provinceò. All participants functioned as a team and took great pride 

in working together. An environment of respect and appreciation for the skill and talent of each 

individual became the over-riding culture, disregarding which institution that individual worked for. 

 

Engagements with various officials were scheduled during the pilot to fact-check the fishbones and to 

obtain additional information to inform the deliberations. These took place in this environment of a 

collaborative effort, which helped to extend collaboration beyond the immediate teams. Departments 

and officials who, at first, saw the War Room as a potentially punitive structure which was looking for 

problems, quickly saw value as their challenges were heard, ideas debated to resolve some of these, 

Learnings: 

 

¶ Engagement in a focused PDIA process requires officials to work differently to the way that 

they are used to working. This is not just a technical process, but requires development and 

reinforcement of a number of new skills, where government has much to learn from the way 

that the world does business now. 
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and actions were taken to start to address areas impacting on the problem statement. A very positive 

attitude to the War Room started to emerge within both governments as more people heard about this 

work. 

 

  

Learnings: 

 

¶ Officials from the City of Cape Town and Western Cape Provincial Government, working in 

the War Room teams, enjoy a much improved relationship and ability to work together in 

search of co-created solutions through collaboration. 

 

¶ War Room team meetings were viewed as a safe space where opinions were honestly 

expressed, and constructive engagement took place. 

 

¶ A strong sense of team developed very quickly amongst the War Room participants of both 

governments, and also the SPVs involved in the groups. 
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Mid-Pilot Workshop 

 

A Mid-pilot Workshop was convened on 21 October 2019, bringing the five teams together for the first 

time since the Introductory Workshop in August. This was also the first opportunity that the team 

members had to engage with the Authorising Committee since the launch of the Economic War Room 

eight weeks earlier. 

 

 

 

 

 

 

During the course of the full-day workshop, which was facilitated by the Secretariat, every team had the 

opportunity to report on their processes and progress. Additionally, processes to engage in structured 

introspection, both as individuals and in teams gave valuable insights into the experience of the teams 

working in the pilot. Participants reflected on their learnings to date: what was working well, and what 

was not; what insights they had gained and what the impact would be on their day-to-day work. The 

feedback is included in Annexure B (B1 and B2) of this report. 
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An exercise designed to test the readiness of the organisations to adapt the way that they work 

provided interesting insights for the Authorisers, highlighting some of the challenges that team 

members were experiencing in doing their War Room work.  
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This assessment, in which both War Room Authorisers present as well as team member participated, 

highlighted areas within the organisation which need to be addressed to support a PDIA process, and 

this should inform strategies for change moving forward. 

 

The Mid-Pilot Workshop engagement was a valuable activity in that it exposed War Room participants 

to the experience of the other groups, allowing them to reflect on their own processes but also to see 

themselves as part of a bigger project.  

 

It became obvious that every team had developed its own ability culture, experienced its own 

challenges, and that each was making progress at its own rate, adapting the process to work for the 

team.  

 

At the same time, an appreciation of the strength of the process and the benefits of working in the PDIA 

methodology was shared, reinforcing the understanding that many of the daily obstacles to action are 

perceived, and that the hierarchy does not necessarily limit the to engage unless one allows it to do so.  

 

Teams also shared similar challenges around carving out the required time and competing pressures 

on their work-week which made it difficult to allocate the required resources to the process. 
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Learnings: 

 

¶ Essential to achieving the desired and constructive outcomes from a Workshop is the sense 

that it is a ñsafeò space, and that participants can speak openly and honestly, sharing their 

learnings and their concerns. Also important is that everyone is on the same page, has been 

part of the journey, and understands the process.  

 

¶ Bringing all teams into a room together a very valuable exercise. Each team was able to 

provide support and encouragement to others, contribute ideas, identify areas of possible 

collaboration, and all participants experienced a sense of being part of something big and 

important. 
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Project Evaluation  
 

Pilot Evaluation Workshop 
 

The final Pilot Evaluation Workshop was scheduled for 6 December 2019.  

 

Leading up to this Workshop, teams prepared the reports attached in Annexure C, reflecting on their 

experience with both the problem statement and the various aspects of the conceptualisation of the 

pilot and the engagement with the methodology. These reports provide the decision-makers with 

valuable information recording the progress made in the pilot across the spectrum of five varied 

problem statements. Each team also prepared a presentation to be delivered at the Workshop, sharing 

their journey with their colleagues in other War Room teams and, importantly, with the senior politicians 

and operational leaders who had selected the process, the problem statements and the participants for 

the pilot. 

 

 

 

 

The Workshop was again facilitated by Peter Harrington of Oxford Policy Management, with the 

Wesgro team managing to secure the required funding to enable this from the UK Governmentôs 

Prosperity Fund.  

 

Peter was able to bring his extensive experience in implementing PDIA in various countries across the 

globe to the proceedings, and ensured a lively engagement and deep thinking around the process. 
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Anonymous Survey 

 

Learnings: 

 

 

¶ As with the Introductory Workshop, it was extremely useful to have Peter Harrington of 

Oxford Policy Management as an external facilitator for this process, bringing his expertise 

and practical experience into the room. 

 

¶ Every team drafted a comprehensive report on their experience (see Appendix A (A1 -A5)), 

and these informed the PowerPoint presentations delivered at the Workshop. While 

generating these reports was a useful process for overall assessment of the pilot, the process 

did require significant time for teams to collaborate on drafting them. This had the effect of 

reducing the available time for War Room activities, impacting on the last two weeks of the 

process and requiring may additional hours work from participants. 

 

¶ Combined with the surprise award of Certificates for Effective Public Sector  Reform to all 

War Room participants at the Premierôs Service Excellence Awards ceremony, this session 

provided an opportunity to celebrate achievements together. 
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Given the fact that much of the reporting throughout the process and at the workshops was the product 

of collaboration, reflecting the view of the teams, an anonymous survey was created to source 

individual responses to the process. The detailed results of this survey are reflected in Annexure A of 

this report. 

 

Broadly, participants reflected positively on the experience, and in particular, insights were gathered on 

the elements that the pilot was designed to assess: 

 

¶ Changing the way we do business (use of PDIA) 

            

 

¶ Creating an environment for new processes and ideas: Support from senior political and 

operational leaders 

 

 

 

¶ Building teams of capable officials, collaborating to solve problems: 
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A high percentage of respondents also reflected an appetite to continue to engage with PDIA, both as a 

government and individually.  

 

               

 

 

Learnings: 

 

¶ Given that the PDIA process and feedback throughout the pilot focussed on team input, and 

that every individualôs experience and journey was unique, it was felt that it would be valuable  

to have a tool to give the individual a voice. An anonymised survey was drafted to access 

these opinions from participants.  

  

¶ Sixty percent of the participants completed the anonymised survey, providing useful 

information for the Authorisers to inform their decision-making process. The summary report 

is included in Annexure A, and individual responses are available on request.  

  

¶ The overall response to the experience was overwhelmingly positive. 

 

¶ Future projects should make use of a similar tool to conduct random temperature tests 

throughout the process.  
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Evaluation Findings and Recommendations 

 

This report attempts to document the process of the past three months, pulling together the overarching 

themes, successes and challenges, and collating the input of the five teams who worked at the coal 

face every day. 

 

In recognition of the benefits of the PDIA way of working, every team has indicated their determination 

to continue to meet regularly and to continue their collaboration. It is on record in their reports that they 

hold a strong belief that the process added immense value. Many senior individuals have expressed 

their desire to use PDIA in their departments across government. It would serve government well to 

identify a core group of people from amongst the pioneer War Room teams who could be developed as 

PDIA Coaches, able to support and oversee the implementation of this methodology more broadly 

throughout the organisations. 

 

While the current five projects in the War Room are all economic in nature, globally there are many 

examples of social problems that have been addressed using PDIA, and so this process could be 

applied equally well to problems in Health, Education, Social Development and other areas of 

government. 

 

The pilot was a collaboration between the City of Cape Town and the Western Cape Provincial 

Government. There is an appetite to look at extending collaboration between the Province and other 

Municipalities. Mechanisms should be considered to allow for a competitive process of applying for a 

complex problem to be considered for entry into a War Room.  

 

The governments involved in this process both have multiple strategic priorities underway. This has 

tended to cause some conflict and concern, and it would be a useful exercise to consider possible 

overlaps and potential to align or integrate some of these, utilising the PDIA processes to support 

specific identified problems.  
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The pilot has exposed several areas that would need to be addressed should this methodology be 

embedded in government. These include the following: 

 

Project name 

¶ Would we continue to refer to the War Room (which may have negative connotations), or 

identify a more positive label? 

 

 

Decisions now required include the following items, and would need a discussion of proper resourcing 

and capacity to ensure successful embedding of this methodology throughout government.  
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¶ Existing five War Room teams: 

o Should these continue? 

o The frequency of meetings should be considered and may be reduced; 

o An appropriate venue and technical and stationery resources would need to be 

provided; 

o Consideration should be given to the human resources allocated, including the role of 

facilitator, Secretariat and minute-taker, and to properly equipping these individuals for 

their role; 

o Additional consideration should be given to the idea of trained PDIA Coaches within 

government; 

o Ongoing workshops bringing the pioneer five teams together to continue to learn from 

the experience would need to be scheduled and funded; 

o The Authorising Environment would need to be revisited for each team and appropriate 

Authorisers brought up to speed on the process, with a process and schedule of 

meetings established for them to engage to support the work; 

o A bespoke training program should be developed for Authorisers; 

o The MoA between Harvard and Wesgro, which inter alia gave access to the Canvas 

online platform, has now expired. A mechanism would need to be identified to record 

proceedings as a key part of this process; 

o For the period of the pilot, no budget was made available to secure support from the 

global PDIA experts, Matt Andrews and Peter Harrington, who would be able to 

provide the scaffolding that adds richness and expertise to this process. While Matt 

provided ongoing support remotely through at least weekly teleconferences and 

through the Canvas materials, assignments and lesson plans, this was provided pro-

bono and will not continue beyond the pilot.  

o Some of the medium- and long-term solutions identified will require additional budget 

and other resources. A mechanism is required to support budget asks for these priority 

projects, and this may need to be a joint budget process between City and Province; 

o Consideration must be given to providing certificated training for officials engaged in 

PDIA processes, and building an ever-expanding core of capable public sector experts. 
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¶ New projects: 

o It is proposed that these extend beyond the City of Cape Town, and that other 

Municipalities be encouraged to submit proposals for complex problems to be taken 

into a PDIA process. Selection of the problems should be a competitive process, and 

should include a commitment  from the relevant Municipality that would remove many 

of the obstacles covered in this report; 

o Each project would require the appropriate allocation of resources: human, technical, 

venue etc, as well as a correctly structured and trained Authorising Committee; 

o New projects would ideally commence with the value-add of in-country support from 

PDIA experts, including training, regular engagements and a platform for recording the 

journey; 

o New projects would also require a regular schedule of  Workshops, preferably 

facilitated by one of the external PDIA experts; 

o As with existing projects, funding should be made available for identified potential 

solutions to be implemented, and consideration should be given to providing 

opportunities for certification to participants in the process.  

 

Time management 

¶ All projects included in the PDIA process must be properly authorised and viewed as priority 

projects; 

o As such, officials allocated to work in the teams must be provided with the necessary 

authority to spend the required time on these projects. This may include reallocating 

some of their existing duties.  

 

Soft skills development 

¶  Several areas of training and development have been highlighted throughout this report. 

These should be addressed through quality in-house or external training programs, equipping 

officials to work more effectively in this methodology and in a world in which soft skills are 

critical. 

  

External experts scaffolding 

¶ As mentioned above, once decisions have been made around what a future of PDIA in 

government could look like, and the scope of this project, a comprehensive plan should be 
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developed to provide for in-country support from PDIA experts to ensure the highest potential 

for a successful process. This should be properly funded through the Premierôs Department as 

an overarching resource, and to ensure that PDIA is accessible to any department and any 

municipality in the Western Cape.  

 

Time frames 

¶ As has been mentioned throughout this report, the effective 100 days for the operations of the 

War Rooms was not adequate to allow optimisation of the process, nor to pursue all of the 

possible interventions identified through the process. Consideration should be given to 

agreeing to a longer-term window for operations of each project, taking into account the pre-

work, preparation of participants, and the fact that, should a problem statement be solved in its 

entirety, the team concerned would simply halt their work at any stage. 

 

Communications  

¶ A Communications strategy, media plan, and appropriate human resources and budget should 

be attached to each PDIA project. 

 

Data 

¶ Proper facilities should be provided to house data gathered through the process, and this 

should be a shared resource between the relevant Municipality and the Provincial Government. 

Additionally, capacity is required to identify data requirements, manage and analyse through 

the process, and as required by teams or Authorisers. This should include the ability to track 

implementation of solutions, and to report on the impact of these. 

 

Location of PDIA Projectsô Overarching Authority 

¶ Given that future PDIA processes could span multiple government and multiple departments, 

including those dealing with the economy and those dealing with more social services, it is 

envisaged that the overall authority for these priority projects should remain in the Office of the 

Premier.  

 

 

Authorising Committees: 

¶ All relevant political and operational leaders should be included for each team; 
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¶ All members should be trained in the process and their role;  

¶ Frequency of meetings needs to be agreed, and a commitment received to participate in these; 

¶ Feedback must be provided to teams, either through direct engagement in Authorising 

Committee meetings or through Authorisers attending specific scheduled team meetings; 

 

Alignment with other Strategic Priority Projects 

¶ Consideration should be given to how PDIA could be utilised as a tool to support problem 

definition and solutions in priority projects running throughout government. 

 

Ongoing Project Management: 

 

o Once solutions have been identified and projects defined to address the problem 

statements, these will revert to the relevant departments to action. It is critical that a 

process of structured project management is put in place to monitor and assess 

progress, and may be necessary to report back to the PDIA team from time to time. 

 

Conclusion 
 

The PDIA pilot, while undoubtedly too short to produce as much evidence as would be optimal, has 

nevertheless provided a solid basis on which to make decisions around the potential to embed this 

methodology in government as part of the organisational culture, becoming ñthe way we do things 

around hereò. 

 

Over a period spanning just over three months, five teams, comprising members of two governments, 

multiple SPVs and Wesgro, have been involved in an intense process, working together on complex 

economic problems. Many lessons have been learned over that time, as envisaged when establishing 

the War Room pilot. These relate to the ability of governments to work well together, the Authorising 

environment and leadership required to support this shift in culture, the resources required to support 

the process, the value of engaging with stakeholders and how to leverage the benefits of this, and - 

most importantly ï the effectiveness of the methodology to help resolve ñstuckò complex problems. 
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In the final instance, it is the decision of the Authorisers as to whether and how this project is taken 

forward. The evidence provided in the Evaluation Workshop, included in the team reports and 

presented in this Evaluation Report supports the effectiveness and continued use of PDIA for the five 

existing economic problem statements, and proposes that there is indeed value to be gained in 

expanding the scope, both in terms of focus and of geography. 

 

Implementing this process of learning through experimentation, testing, adapting, iterating, is not the 

way that governments normally approach their work. However, ñif you always do what youôve always 

done, youôll always get what youôve always gotò. The intractable problems holding back the economy 

and hampering the creation of jobs that offer people dignity and a pathway out of poverty cannot be 

solved through business as usual. The leadership of our governments needs to consider whether they 

have the appetite to take some risk, and to support their highly professional and capable teams of 

officials to do something different, to experiment and to find solutions to long-standing challenges. 

 

ñThe process of problem identification is a long iterative process of diagnosing, testing and revising; the learning 

thus needs to be experiential, occurring in real time, with built-in rapid cycles feeding back into design and 

implementation. It requires taking calculated risks, embracing politics and being adaptable (thinking strategically but 

building on flexibility). 

Crucially, one needs the humility to accept that we do not have the answers and to accept, discuss and learn from 

failure.ò 

Building capability by delivering results:  

Putting Problem-Driven Iterative Adaptation (PDIA) principles into practice 

Matt Andrews, Lant Pritchett, Salimah Samji and Michael Woolcock 
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Annexures 
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Annexure A: Anonymised Survey Results 
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Annexure B Mid-Pilot Workshop Outputs 
 

Annexure B1: Fishbowl Exercises (clustered responses) 
 

What has worked really well in the pilot so far? 

 

Logistics 

 

1. Meeting arrangements and communication 

2. Having a set time every week for meetings 

3. Getting minutes quickly 

 

Intergovernmental / Intragovernmental 

 

4. Much improved relationships between city and province 

5. Concentrating two different spheres of government on the same problem works 

6. Each government has its own experiences and methodologies that they use. This pilot helps us 

to focus on the same objective  

7. Collaboration ï we often talk but we need a shared task for it to really work 

8. Canôt tell any more who is in City and who is in Province 

9. City and Province now speaking with one voice 

10. We work in silos but are discovering that those silos are perhaps not real and if we push 

through 

 

Our day job 

 

11. War Room work linked to day job  

12. Weôve been exposed to rethinking in existing projects 

13. Easy- an extension of what doing 

14. Work continues on multiple parts of the fishbones continue back at the office  

15. Discovering new ways to solve problems 

16. Useful to identify cross-cutting issues 

17. Deeper thinking 
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18. The process takes external issues into departments and makes us identify the causes of the 

problems 

19. Weôve learned to listen to understand 

20. The methodology helps us navigate nuances 

21. Being recognised as a Priority project helps unblock things 

22. The Fishbone is very useful to start a focused conversation 

23. The homework helps us to get to know the methodology  

24. Weôre now hearing what industry is saying and responding to that 

25. The process anchors what weôre doing in the real world  

26. Behind scenes relationships and interactions are important 

27. Matt provides useful coaching and a psychological pressure point to get things done 

28. PDIA is an intuitive process and with smaller entry points that weôre used to 

29. Interesting process 

30. Tech and BPO didnôt make sense. Now recognise beautiful opportunity, synergies 

31. We are non-customer-facing and think we know what the problem is. The process has 

produced many learnings  

32. Weôre using data to decide where to do interventions 

33. Fresh-thinking 

34. Collaborative and cooperative 

35. Validate inputs from companies / stakeholders and government officials to truly understand the 

problem 

36. Had become complacent 

 

Teamwork 

 

37. Itôs useful to come up with solutions as a collective 

38. There is value in working as a team 

39. How we engage with others ï dignity and respect 

40. Easier to embark on the unknown in the team 

41. Willingness from all to contribute  

42. Focused and structured approach, looking at issues as a collective, in a deep way, and all on 

the same page 
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43. Itôs been a good experience to step into new roles weôre not used to, for example, the rotating 

Chair has worked well, and NOT chairing every meeting is useful 

44. Good feeling to be praised for incremental steps Teams need praise  

45. Cross-pollination taking place 

 

The Bigger War Room 

 

46. There are opportunities for contribution across war rooms 

47. Responsible parties in government are increasingly responsive to the War Room  
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Annexure B1 continued: Fishbowl Exercises (clustered responses) 

 

What has not worked well? 

 

Workload / Time 

 

1. Not everyone is doing their homework, and so donôt understand the methodology and go 

straight to big issues 

2. Enormous workloads 

3. Time issues 

4. Perhaps we should second people to the War Room for at least 20% of their time 

 

Engaging the rest of government / business 

 

5. Getting people together within a week is impossible  

6. Often need a number of officials together in the same room 

7. Lucky moments - requires speed to respond 

8. Amazing opportunities- but a time issue 

9. IT issues have been a big problem ï should have been resolved before the project commenced 

10. Time issue 

11. In the real world, processes are running, and we must be careful not to cause too much 

disruption - roles and responsibility, financing, compliance are all real  

 

The Process 

 

12. There is tension between quick wins and systemic 

13. Realize what we can and canôt control 

14. Officials have changed through the process. Need to ensure alignment is critical 

 

Connecting with the Authorisers 

 

15. There is one entry point into Authorisers ï Perhaps groups should have access to Authorisers 

16. Politiciansô issues have to stay out of room 

17. Perhaps the process should provide for Sub-Authorising committees? 
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Concern about what next 

 

18. Donôt lose the thinking  

19. Why call it a pilot if weôre serious? 

20. What happens next with some of the issues we raise?  
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Annexure B1: Fishbowl Exercises continued (clustered responses) 

 

What insights have I gained over the past eight weeks; and  

 

What have I learned that will change the way I work moving forward? 

 

1. Strong personalities 

2. Smart people doing good things but not communicating 

3. The process has made me look at other alternatives, look at where we can make something 

happen 

4. We all have a perception of the bureaucracy around communications and fit into the hierarchy 

ï often itôs not necessary 

5. Engaging face to face is useful 

6. Learned to be customer-centric  

7. Ability to break down silos has been revolutionary- not as brick wall as we think 

8. Changing perceptions 

9. Break misunderstandings 

10. Donôt have to always lead 

11. Rotating chair has been a good process 

12. Light manufacturing- both governments have expressed an interest but not done much. The 

War Room is showing the public that we are serious and recognise the sector 

13. The process has exposed a lack of policy direction 

14. Learned analytical skills 

15. Like the focus and hope doesnôt end here 

16. Created the opportunity to listen more than talk  

17. The process has illuminated the gulf that exists between City and Province 

18. We need a strategy around how to engage National government 

19. We need a shared vision and understanding of our role in the economy 

20. 5 Whys ï very useful ï the first answer needs a lot of unpacking 

21. We can be territorial and forget who we are working for, i.e. the people of the City / Province 

22. Refreshing working with all government and SPV entities and the private sector and seeing 

how many people want to make this place great 

23. The process forces me to delve down deeper in the sector 

24. We need future planning for an additional million people - how do we adapt for the future? 
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25. Extraordinary talent and level of sophistication in the room and need to work out how to 

leverage 

26. Learning to do more with less 

27. Weôve been great on structure and planning, but need to start doing something on the ground. 

Policy and planning must find its way into action 

28. Learned the level to which institutional cultures were getting in the way. Recognise dysfunction 

within some of the groups, with people either not talking or scared to engage. We get used to 

how we work, and it can be challenging to understand other cultures  

29. The ecosystem is broader than we thought -an opportunity for demand  

30. Building a new relationship with Province  

31. Moving forward, will continue broader stakeholder engagement 

32. Fell in love again with BPO 

33. I was always aware that stakeholder engagement is important, but realised I had stopped doing 

that. Processes and internal bureaucracy took over. Will now relook at the diary, spend less 

time on internal and more focus on external 

34. Have used multiple tools but the fishbone is powerful ï it is a simple visual that depicts complex 

issues and linkages 

35. Not an expert in the War Room topic so learned a lot 

36. The beauty of the process I that where we canôt fix big things, we can address smaller things 

that can have a big impact 

37. Try something! 

38. Did not use sufficient expert opinion to inform us- we should do more of this 

39. Some value to the pressure  

40. There has been lots of data sharing- we need an optimization process 

41. There is a difference between want and need 

42. This has re-energized people ï we get speedy delivery when itôs for the War Room 

43. Learned to separate immediate issues from longer-term and address them 

44. The private sector is showing a willingness to participate 

45. Is the rest of our organisation still blocked?  

46. Post this pilot- what then? We have built momentum and growth  

47. Struggled with our problem statement. Itôs not always the obvious and immediate problem ï we 

now have a better understanding  

48. Built closer contacts 
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49. Keen to pass on the methodology to other spaces 

50. Like the ñdoingò aspect 
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Annexure B2: Organisational Readiness Exercises 
 

 

 

  

Level of Organisational Preparedness to change the way we work 

 Beginners 
We have little experience or 
knowledge about this way of 

working 

Masters 
We occasionally work this way and 

have some knowledge and 
experience 

Experts 
We frequently work this way, have 

substantial knowledge and 
experience and deep practical 

knowledge  

Leadership Support 
Strategic Guidance 
A clear strategy to provide the space to 
work differently 

Our leadership provides little 
strategic guidance to change the 

way we work  
( Votes 18 ) 

There is some strategic guidance 
but it is unclear and not widely 

known  
( Votes 9 ) 

Our leadership provides clear 
strategic guidance and is committed 

to changing the way we work 

Resource Allocation 
Allocation of resources (time, money, 
priority)  available for experimenting 

There are currently no official 
resources to support our project  

 
(Votes 19 )   

There are some resources, but 
these are insufficient and not 

protected  
(Votes 9 ) 

Our leaders ensure that there are 
protected budgets, time and 

resources available 

Organisational design 
Legitimacy and Power 
Status of War Room Teams in the 
Organisations 

War Room Projects have no official 
legitimacy within our organisations 

( Votes 4) 

War Room Projects have to fight 
for space to work 

( Votes 24) 

War Room Projects are recognised as 
important within our organisations  

( Votes 3) 

Bridge to the Core 
Access to Resources and Skills 

There is conflict between the core 
business and War Room business 

(Votes 7 ) 

Core business and War Room 
Teams occasionally collaborate 

( Votes 20)  

We have clear authority to allow us 
to collaborate with core business 

Practice 
Process Management 
Process for taking ideas to action at scale 

Our processes are linear and 
inflexible 

 
( Votes 7 ) 

We occasionally use iterative 
processes and metrics to manage 

projects 
( Votes 20 ) 

Our processes are optimised to allow 
experimentation and taking new 

ideas to scale 
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Annexure C: 

Team Reports  
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Annexure C1: Atlantis Manufacturing Pilot Report 
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Annexure C2: Commuter Mobility Pilot Report 
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Annexure C3: Fixed Capital and Property Development Pilot Report 
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Annexure C4: Light Manufacturing Pilot Report 
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Annexure C5: Tech and BPO Pilot Report 
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