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1.

PREAMBLE

Universities, in some form or another, have been in existence for more than a thousand years. Their resilience as social
institutions stem from their capacity to reimagine themselves in the context of the vast, continuous changes in the political,
social and economic spheres of the societies in which they are located and in the global environment.
In recent times, the central role of universities as the producers of knowledge and innovation, as well as of engaged intellectuals,
is recognised by society as key to the functioning of complex, multi-layered socioeconomic and political systems, which is
why universities continue to be supported and sustained by governments around the world.
Universities are central to the building of competitive economies by performing research and innovation and by developing
high-level human resources. Their contribution to the deepening of democracy through their facilitation and dissemination
of social critique, their building of critical citizenship and their cultivation of a rich diversity of intellectual culture is well
established. It is in this respect that academic freedom and institutional autonomy are deeply cherished social values.
Universities function as powerful bridges between South Africa’s knowledge system and the cultural, social, political and
economic spheres.
Universities South Africa (USAf) is a registered non-profit membership organisation representative of South Africa’s 26 public
universities. USAf endorses a comprehensive, responsive and equitable national higher education (HE) system. Through
lobbying and advocacy, USAf promotes and facilitates an optimal environment conducive for universities to function
effectually and contribute maximally to the social, cultural and economic advancement of South Africa and its people and to
resolving immense global challenges such as global warming. USAf’s vision and concomitant value proposition for the South
African Higher Education (HE) sector in the next decade is to:

1. Promote a values-driven
academic mission relevance
and responsiveness.

5. Encourage creativity and
innovation.

2. Shape and secure the
long-term sustainability
of the HE sector.

6. Strengthen sectoral
differentiation and articulation.

3. Strengthen HE’s capacity to address
the challenges of building a just,
inclusive democracy through
advancing equity, inclusivity, diversity,
collectivism and collaboration.

7. Contribute to shaping an
effective post-school education
and training sector.

4. Build and support effectiveness
and efficiency.

8. Embrace the new technology
moment, good practice and
shared learning.

This document is titled ‘Strategic Framework’ for good reason. It does not describe or prescribe detailed actions on a yearby-year basis or predictive indicators and metrics for specified measurable objectives. This more granular organisational
planning is left up to the iterations of the Annual Operational Plan, which will set out relevant programmes and activities, as
strategically guided by this framework.
This framework is therefore intended as a comprehensive mapping of the challenging environment(s) in which our
universities operate, providing an analysis and a prioritisation of key issues, objectives and tasks; and as a strategic compass
for the most effective positioning of USAf in the overall ecosystem through which it needs to achieve crucial objectives
amid unprecedented complexity and change. It also includes an operations matrix that aligns the core areas of the strategic
framework to the strategy groups, communities of practice, programmes, projects and other implementation mechanisms
(see Appendix A).
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2.

THE CONTEXT IN WHICH OUR UNIVERSITIES EXIST AND FUNCTION

Public universities are social institutions located within intersecting contexts that influence and shape the ways in which they
function, develop and impact society. They exert influence on these contexts. It is important, therefore, that particular care be
taken to understand how these various and complex contexts are changing and further to understand the multiple ways in
which universities may interact with them as we head into a new five-year cycle.
It may reasonably be argued that a five-year horizon is too short a timescale on which to base important strategic thinking
concerning the future of USAf and the sector more generally. However, this is a time of extremely rapid political, socioeconomic
and technological transformation, both in South Africa and globally. Therefore, a requisite balance must be struck between
the constitution of a commensurate strategic framework leaning judiciously into the time ahead and an ongoing openness to
strategic and conceptual incorporation of further developments as the future demands.
A case in point is the CoViD-19 pandemic which manifested within the period of this 2020–2026 Strategic Framework. The
impact of this occurrence is profound, with vast implications for the operation of universities and, indeed, common conceptions
of HE operation and delivery. The institutional consequences of this phenomenon are so urgent and far-reaching that an
option presenting itself is to entirely abandon a strategic framework primarily formulated before the onset of the pandemic,
suspend all current business and direct all material and intellectual resources to engage on this front. However, the strategic
approach adopted in this document is that while the CoViD-19 crisis demands an immediate and effective response, it should
not be strategically dissociated from the many underlying and embedded challenges that preceded the pandemic.
The thought encapsulated here is that a crisis engenders and accelerates all kinds of transformative possibilities not usually
easily facilitated. New networks and coalitions are formed, vested interests are weakened, and openness to new and novel
organisational forms and techniques may emerge. Through strategic innovation in a well-formulated strategic framework,
certain problem-solving and concomitant actions in a crisis may align with necessary future-orientated institutional change
and transformation.

2.1

THE NATIONAL CONTEXT

2.1.1 The Economy
There is robust interaction and complex interweaving between South Africa’s economy and the development of the HE system.
On the one hand, there is an expectation that the HE system would crucially contribute to building a globally competitive and
inclusive economy. On the other, the state of the economy produces various intended and unintended consequences which
influence and drive long-lasting impacts on the HE system. Ongoing surveillance of this relationship is important to ensure
that it is shaped optimally.

2.1.1.1 A Stagnant Economy. South Africa’s economy is stagnant and the signs are that it will remain so at
least until 2023.
Nevertheless there have been, since 2018, various forms of increased spending on HE, particularly through significant
investments in student funding and increased subsidy levels; the latter until 2019. There are deep concerns about whether
these spending levels are sustainable in the short to medium term, and there have already been warning signs that cuts may
occur. While the various institutions in the system have different levels of dependence on a state subsidy, any decrease in
subsidy levels in real terms is likely to have a devastating impact. More importantly, any reduction in the student funding levels
will immediately drive a skewness in student demographics based on historical and current race and class modalities. It is also
highly likely that such a shift would result in significantly higher levels of instability. Of importance too is the declining level
of industry and private sector funding of research and development (R&D), which has direct implications for the continuing
capacity of universities for research and innovation.

5

UNIVERSITIES SOUTH AFRICA STRATEGIC FRAMEWORK 2020–2026

2.1.1.2 Absorption Capacity of Graduates
In spite of the stagnant economy, there is a high level of absorption of graduates by the economy. It remains, however, an
open question as to whether graduates are in appropriate jobs that are commensurate with their qualifications and to what
extent this absorption capacity is skewed across the 26 institutions. These are issues that need to be addressed through
regular graduate destination surveys.

2.1.1.3 Poverty and Inequality
While South Africa is classified as an upper-middle-income country, 90% of South African households have an annual family
income of less than R350 000. There is growing evidence of the impact of poverty on student performance in HE programmes.
Many of the dynamics pertaining to this were raised by students during the intense student campaigns of 2015–2017. Various
studies indicate that the identified socioeconomic factors indeed have a pervasive effect on academic success and failure.
Studies suggest that students with NSFAS grants (in the old model) performed something like 7% better than students
without NSFAS grants. Universities have to take this into account as they design their interventions to improve the quality of
learning and teaching and the throughput rates.

2.1.1.4 National Development Models and their Impact on Universities
The universities have been caught in the crosswinds of various national development models and trajectories since 1994 –
and this condition continues. The National Development Plan (NDP) provides for yet another intervention in this regard, with
envisaged new economic growth plans that are yet to surface. Ironically, policy uncertainty in South Africa remains one of the
stable conditions constituting the strategic terrain.

2.1.2 Political, Social and Policy Instability
HE operates at timescales that are different from those constituted by the exigencies and urgency of political decisionmaking, social activism and policy change; these are driven to a large extent by interest group contestations and various
forms of political instability, as witnessed in South Africa before the 1994 transition and in a somewhat different form after
that.

2.1.2.1 Political Instability and Social Instability
These have direct consequences for HE’s functioning. On the one hand, they create a culture of instability in the HE system.
On the other, they produce policy instability in the external environment that directly impacts the effective and efficient
functioning of universities.

2.1.2.2 Structural Instability in the HE Sector. Universities
in terms of their regulatory requirements, do not function in a vacuum. They are intricately interwoven into a system that
involves various government departments, quality councils, the qualifications authority, etc. This regulatory system is not
functioning optimally, and there is a need for a serious review of the arrangements created post-1994. There is a clear need
to produce a systemically coherent system, which better integrates key governance and compliance processes.

2.1.2.3 Corruption and its Impact on Universities
The high levels of systemic and transactional corruption in society have enormous implications for universities at multiple
levels. Notwithstanding the development of strong internal controls and surveillance mechanisms in institutions, internal
fraud and corruption cases are still frequently uncovered, sometimes involving the primary product of degrees and diplomas.
Universities are unavoidably part of the ongoing external economy. Therefore, they are frequently under threat of the
predatory and corruptive business practices currently endemic in South African economic life.

2.1.2.4 Violence, Gender-Based Violence, Mental Health and Suicides
Universities are experiencing an epidemic of violence both in and around their environs. Students and staff are being
continuously subjected to incidents and pressures of an unprecedented level of violence. This is a question needing to be
addressed with immediacy and urgency by all branches of society, including all levels of government. Without a doubt, it
constitutes a national crisis impacting profoundly on many communities, including HE.
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2.1.3 The National Development Plan (NDP) Higher Education Targets
The NDP represents a powerful attempt to bring together in a single venue the policy aspirations of the South African
government and the people of South Africa. It contains several indicative targets for HE, meant to be achieved by 2030.

2.1.3.1 Participation Rate
The 2030 target for the participation of 18–24-year-olds in HE is set at 30%. The current participation rate is approximately
20%. This implies creating approximately 650 000 new places in HE by 2030, a goal with concomitant formidable implications
for basic education.

2.1.3.2 Throughput Rate
The NDP sets a target of 75% for the throughput rate. Excluding UNISA, the current average throughput rate is approximately
60%. Although there has been a gradual but steady improvement in throughput rates over the last ten years, this remains a
strenuous target.

2.1.3.3 The Production of PhDs
South Africa’s universities currently produce approximately 3 200 PhDs a year. The NDP requires this to be increased to 5 000
by the year 2030. There is currently a reasonably steep growth trajectory, though it is important to note that approximately
half of the students graduating with PhDs are not South African nationals.

2.1.3.4 Academics with PhDs
The NDP sets a target of 75% for academics with PhDs by 2030. The figure is currently at about 47%. This will be an exceptionally
steep challenge to meet.

2.1.4 Concerns About the Social Ownership of Universities
There has been a global decline in the social ownership of universities; they are under attack as being elitist, out of tune with
the needs of society, and so forth. These are not uncommon views expressed in South Africa.

2.1.4.1 The Rise of Populism, Anti-intellectualism and Neo-nationalism
South Africa’s universities are subject to the pressures of rising populism and anti-intellectualism in public and political
discourse, as indeed is being witnessed globally. There is a growing, often orchestrated, erosion in trust of experts and
science more generally.

2.1.4.2 Universities have lost their ‘publics’
The social authenticity of the work of universities as public institutions depends largely on the prevailing sense of public
ownership, connected to a culture where the outcomes of universities’ work, even when unpalatable, are seen by society to
be important to consider and to engage with. This context, of course, places responsibilities and burdens on the institutions
as well. This relationship of reciprocity and trust has come under strain due to an erosion of public ownership.

2.1.5 Basic Education
The effective articulation of basic education with HE is of critical importance, along with a need for constant surveillance.

2.1.5.1 The Articulation of Basic Education with HE
While there has been a slow improvement in the pass rates at the Grade 12 level, there is deep concern that this measure
does not provide a clear indication of improving quality of teaching and learning in basic education.

2.1.5.2 Deep Concerns about Mathematics
Serious concerns related to the number of Grade 12 students passing with 60% or more in Mathematics and the quality of
their learning are raised annually. The number of students who passed Mathematics with 60% or more in 2018 is smaller
than in 2017. This is a continuing trend. While there is much emphasis on the production of basic and applied scientists,
engineers, health scientists, data scientists, etc., the number of students eligible for admission into these programmes of
study at universities is in decline.
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2.1.5.3 Instability at Schools
There are concerns about the increasing level of instability and violence at schools and its impact on learning and teaching.
It will be necessary for universities and schools to collaborate on large projects to address this. There ought to be a national
discussion on the role of schools in character building and the construction of a culture of integrity, resilience, tolerance and
peace.

2.1.5.4 Pipeline Concerns
If universities are to achieve (or even approach) the targets set by the NDP in terms of participation rates, then deep concerns
arise about the pipeline of students for university entry.
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2.2

THE GLOBAL CONTEXT

Universities, as knowledge-intensive institutions, are intricately interwoven into local and global contexts. There are extensive
changes taking place globally that have multiple and multifaceted implications for the future of South African HE. Even
though it is important to plot an independent national path for the South African HE system, it is important that consideration
be given to new trends and trajectories.

2.2.1 Issues Relating to Geopolitics
2.2.1.1 Shifting Geopolitics and Geopolitics of Knowledge
There are important political and economic realignments taking place globally, affecting how societies – and hence university
systems – relate to each other. In terms of the geopolitics of knowledge, one sees increasing shifts taking place with China
now overtaking the USA in terms of the annual production of research publications. This is accompanied by the development
of new bilateral and multilateral agreements underpinned by funding for new research.

2.2.1.2 Growing Distrust of Knowledge, Science Systems and Academic ‘Elites’
There is a growing global distrust of science and experts. We see this in several areas, and two prominent examples are
vaccinations and climate change. This is occurring at various levels, from the political leadership of nations to ordinary citizens.
This phenomenon implies obvious risks for universities, but it is not feasible to blame this entirely on misunderstanding, on
the neo-nationalist machinations of some influential leaders, or how the global economy is constituted. There is clearly a need
for universities, science and scientists to take up the cudgels of addressing the nature of the knowledge project and how this
relates to the grand challenges facing society and the lives of people; and on that basis to engage in effective advocacy. It is
telling that in 2019 the most prominent international champion of science was a 16-year-old Swedish school student.

2.2.1.3 Growing Fluidity or Mobility of Experts and Students across Academic Systems
While the CoViD-19 pandemic has pressed the pause button, the mobility of academics and students has never been greater.
This raises both risks and opportunities. Academics may easily and quickly relocate across national boundaries or divide
their time between different jurisdictions. And now, with the impact of CoViD-19 on the use of technology, expertise may
effortlessly cross boundaries virtually for teaching or research purposes. For many national systems, the capacity to absorb
international students has been broadened and deepened with multiple purposes; to attract the best students from around
the world, generate large amounts of revenue income, and influence geopolitics.

2.2.1.4 Funding Cuts, New Funding Systems and Student Debt
HE systems around the world are experiencing funding cuts and several systems are being subjected to new funding
arrangements, including the introduction of tuition fees where they were previously absent. Student debt in systems with
student loan facilities or income-contingent loan systems has reached unsustainable levels. The USA, for instance, is facing a
student debt level of USD1.7 trillion; larger than credit card debt in the USA. It is not surprising that the Biden government
has introduced a system of zero tuition fee access to the USA’s community college institutions.

2.2.1.5 Changing Demographics and its Impact on HE
Declines in population in many of the highly industrialised societies such as Japan and Germany cause concern about excess
capacity in those HE systems and the medium to long-term impact on the human resource capacity of those societies. This
also presents risks and opportunities for HE systems such as South Africa’s, in the sense that there may be an increased global
supply-side dimension to undergraduate and postgraduate education.
On the other hand, it is estimated that by 2030, 25% of the world’s population will be on the African continent and by 2050
this figure will have grown to 45%. This has enormous consequences for the demand and supply of HE on the continent.

2.2.1.6 Regulated For-profit and Not-for-Profit Private HE Sectors
Signatories to the IMF’s GATT protocols, of which South Africa is one, have to treat HE as a service. International HE institutions
are allowed to establish campuses if they ensure that regulatory frameworks are in place. Many international public and
private universities now operate campuses, subsidiary universities or online operations in other countries. While this has not
been as substantial a phenomenon in South Africa as elsewhere on the continent, this is likely to change as universities and
university systems in other parts of the world seek new student markets, especially in the context of the acceleration in the
virtual delivery of programmes.
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2.3

CAPTURING THE TECHNOLOGY MOMENT

As engines of basic and applied research and innovation, universities are at the heart of the evolution of new technology –
heralded by the emergence of integrated cyber-human interfaces. The increasing power and application of artificial intelligence,
robotics, data warehousing and analytics, massively enhanced and accelerated genomics platforms, nanotechnology, etc.,
have significant and far-reaching implications for the future direction of universities.

2.3.1 Implications for Teaching and Learning
The shift to emergency, remote, online teaching and learning due to CoViD-19 demonstrates opportunities in the utilisation
of technologies to broaden access, shape lifelong learning enterprises and leverage data warehousing and data analytics to
improve student success. An important message coming through a plethora of writing is the need to rethink the relationship
between the Humanities, Social Sciences and Physical Sciences, and to explore the nexus between these in the curriculum.

2.3.2 Implications for Research and Innovation
The role of artificial intelligence, robotics, rapid genomic platforms, data analytics, etc. is reshaping research. There are
growing calls for re-examining the scientific method in the context of the new approaches constantly being developed.

2.3.3 Implications for the Leadership, Management and Administration of Universities
This new technology moment presents a host of new opportunities for efficiency and effectiveness on the one hand, and on
the other for the extensive redesign of systems and structures to radically improve their fitness for purpose.

2.3.4 Unbundling
There is a large body of literature on the unbundling of HE – essentially the shifts in HE resulting from the processes of
digitalisation and marketisation. Depending on the nature of these processes and considering the milieu of globalisation,
inequality, poverty, and so on, these shifts could be harnessed for the public good or contribute to further undesirable
commercialisation of HE. This conjuncture has enormous implications for staff and administrators and is tied to critiques and
debates concerning the more generalised forms of the so-called gig economy.

2.3.5 Massive Open Online Courses (MOOCs) and Mobile Learning (M-learning)
Experiments with MOOCs have been recorded and studied, and there is now a growing interest in the ‘smaller’ versions of
MOOCs. With the ever-increasing presence of smartphones, greater bandwidth and the lessons of the pandemic, M-learning
has become part of the mix as we contemplate new approaches to access and success. For example, the state of California
has urged its public universities to recognise MOOCs for credit.

2.3.6 The Blockchain University
The idea behind the so-called blockchain university is that the nature of HE credentials is likely to change. Employers may
focus on different learning streams that do not necessarily lead to qualifications such as degrees and diplomas in the old or
conventional form.

2.3.7 The CoViD-19 Pandemic
There is no question that institutional responses to the CoViD-19 phenomenon have empowered and accelerated digital
solutions in administrative and pedagogical applications. Distance and blended learning have expanded, at the same time
developing new and useful 21st century attitudes and skills in both academic and student cohorts. On the other hand, these
developments produce the risk of a widening digital divide between and within countries as those without access to the
necessary hardware, software and internet connectivity fall further behind.
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2.4

CURRICULUM REFORM

There are significant changes taking place in the curriculum locally and globally. In most instances, the projects are driven by
changes in the workplace, the unfolding of new technology opportunities and, perhaps most importantly, new understandings
of how current students learn and access materials, and their values, aspirations and concerns.

2.4.1 Considering the Academic and Social Abilities of Students
This is an awareness that student participation in the teaching and learning enterprises has evolved. Student success depends
on a better understanding of how students intersect with the processes of teaching and learning, particularly considering the
impact of technology in their approach.

2.4.2 Global Degree Compatibility
There is a growing trend towards building credential platforms that enhance the transportability of modules and qualifications,
the banking of credits and articulation by design (rather than by chance).

2.4.3 Progressive General Education
An impetus is growing to extend and deepen the general education components of degrees. This is driven by concerns that
early specialisation might well undermine the purpose of a first degree; that is, the ability to socially navigate broad knowledge
sets, especially in the context of burgeoning sociopolitical, economic and technological complexities, manifesting both at the
national and global levels. There is a growing realisation of the importance of designing curricula across the science, social
science and humanities knowledge domains.

2.5

HIGHER EDUCATION FUNDING AND ACCESS

In most parts of the world, the funding of HE is under growing pressure with increasing expectations that universities will
subsidise their operations through additional and entrepreneurial revenue streams. There are both opportunities and risks
associated with these new financial models, which need to be thoroughly understood and properly incorporated into both
system and institutional strategy.

2.5.1 Creative funding models
Governments are seeking new funding models which are often linked to steering mechanisms while at the same time reducing
the dependence on the public purse. Among these is the push for universities to become more entrepreneurial in character,
explore additional funding sources and leverage their existing plant and intellectual capital more efficiently.

2.5.2 Tuition Fee Scenarios
Most systems are moving towards models with a moderate student component and high financial aid component – what may
be considered redistributive models. The financial aid component includes student loan systems, income-contingent loan
models, bursaries and government grants.

2.5.3 Tuition Fee Component of Total Budget
There is a growing trend towards fixing tuition fee levels at between 10% and 30% of institutional revenues.

2.5.4 Tax Systems
Some governments have or are developing tax policies that benefit students, their families and HE institutions.
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3.

KEY HIGHER EDUCATION SCENARIO-BUILDING ISSUES

This section sets out and briefly explicates key strategic issues related to the current South African HE environment. Each of
these issues constitutes a set of strategic challenges to be considered for any viable strategic framework. The first column
of the scenario-building issues tables that follow lists identified problematic areas requiring potential project action or
intervention. The second column indicates the possible strategic approach to be adopted.

3.1

INSTABILITY ON CAMPUSES

Instability on South African campuses has been endemic for decades, from the resistance of the apartheid era, through to
the democratic transition and continuing until the present day. Post-1994, the perennial causes of instability are inadequate
student funding and student accommodation and the question of labour relations related to salary negotiations. Except for
the merit-based system run by the National Research Foundation (NRF), the question of how postgraduates are to be funded
beyond existing but limited bursary arrangements remains unanswered. Inextricably bound up with these matters but with
ramifications far beyond specific working solutions is the phenomenon of an overarching and generalised culture of ongoing
disruption which has become firmly rooted in South African’s public university campuses, whereby demonstrations leading
to disruption have become the weapon of first resort for both students and workers.

Scenario-building issues in HE sector (3.1)

INSTABILITY ON CAMPUSES
2020--2026 projects

Possible Approaches

NSFAS issues/Student funding

Income Contingent Loans?

Student accommodation

Differentiated approach to student accommodation?

Salary negotiations

Centralised bargaining?

Postgraduate funding

DHET/NRF? Private sector?

Addressing culture of disruption

Leadership development?

With the tightening of the fiscal constraints facing the state, serious innovation is required to address the challenge of
undergraduate student funding. There is increasing evidence that the new National Student Financial Aid Scheme (NSFAS)
funding model introduced at the end of 2017 is not sustainable. Loan systems for postgraduate students may also have to
be considered.
Student accommodation remains an urgent issue: the pressing need for new and novel solutions seems clear. The nature
of changes taking place in student demographics will require new approaches to addressing the increasing demand for
student accommodation.
As regards labour relations, shifting towards a central bargaining approach may seem inevitable, but the road to establishing
the requisite agreements and mechanisms is far from straightforward.
Breaking the embedded culture of disruption may take a consciously engineered transformation of current student and
worker leadership epistemology through vigorous and effective leadership development programmes.

3.2

INSTITUTIONAL GOVERNANCE

Issues of governance at South African universities, while episodic at some institutions, have proved perennial across the
sector. The question can be raised whether the Higher Education Act of 1997, however amended, remains adequate to
the regulatory task. Strengthening councils and executive managements through appropriate appointments and effective
leadership development programmes would seem an appropriate strategy. The role of students and unions in governance
generally and on councils requires further clarification towards a better mutual understanding among key stakeholders.
The essential and valued principles of academic freedom and institutional autonomy need to be better researched, defined
and explicated regarding the overall circumstances in which the sector finds itself.
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Scenario-building issues in HE sector (3.2)

INSTITUTIONAL GOVERNANCE ISSUES
2020--2026 projects

Possible Approaches

Governance. HE Act of 1997 still appropriate?

USAf/CHE Study. Size of councils. IF study

Strengthening Councils

Making good appointments. HELM

Strengthening Leadership Pipeline

HELM

Role of students in governance structures

Sectoral discussion. HELM.

Role of unions in governance structures

USAf Study

State of Institutional Autonomy and Academic Freedom

USAf/CHE Study

The role of the Higher Education Leadership and Management (HELM) programme and interventions to develop leadership
and management seem crucial, implying a need for an uptick in HELM’s capacity and a well-planned expansion of its product
range.
Strategic research in respect of university governance; the size, constitution and operation of councils; the nature, character,
communication and institutionalisation of appropriate models of academic freedom and institutional autonomy will be useful
as the sector navigates the next period of its growth and development.

3.3

FUNDING

The issue of funding is strongly tied to the question of whether South African universities can be sustained, not merely in terms
of continuity, but at a requisite level of quality in teaching and learning, research and innovation and administrative services.
Debates concerning what would constitute a requisite level of government funding should be informed by a thorough
international comparative study. This should complement effective capacity-building programmes and interventions aimed
at equipping South African universities for an increasingly entrepreneurial future. Such interventions may need to be
customised and adjusted to meet the specific needs of different universities, taking into account their contextual locations
and comparative advantages.

Scenario-building issues in HE sector (3.3)

FUNDING
2020--2026 projects
What is a decent level of funding?

Possible Approaches
USAf Study

Sustainability of increase in subsidy from 0.68% to 1% of
Okay for 3 more years. Dependent on economy thereafter.
GDP
Building capacity of all institutions to diversify funding
Tax and other incentives. HELM. EDHE
streams
Expenditure controls

USAf Study. Shared Services Platform

Institutions will require specific and differentiated strategic pathways to additional revenue streams, whether this is through
short courses, commissioned research or commercialisation of intellectual property. In this process of identifying, cultivating,
and managing entrepreneurial potential, it is expected that the Entrepreneurship Development in Higher Education (EDHE)
and HELM programmes will play clearly identified roles.
The effective and efficient use of resources needs to be seriously addressed to prevent wastage, corruption, non-productive
expenditure patterns and pervasive mismatches between expressed strategic plans and actual budgets. Although it is
difficult for institutions to save their way to prosperity, the avoidance of unnecessary and fruitless expenditure is becoming
increasingly crucial.
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Further, shared service platforms or back offices locally, regionally or nationally, in areas such as teaching and learning,
research and innovation, information and communications technology (ICT), occupational health and safety (OHS), quality
assurance and maintenance, whether of a local, regional or national nature, should be seriously investigated.
Digital technologies, which have been accelerated by the CoViD-19 pandemic, render all kinds of efficiencies and economies
possible, ranging from online registration to infrastructure maintenance and residence administration.

3.4

ACADEMIC SUSTAINABILITY

Several important projects are clustered under the ambit of academic sustainability. Multiple interventions may be both
necessary and feasible in driving the recruitment and development of new generation scholars, including the rigorous
evaluation and improvement of existing programmes. At the same time, attention must be paid to ensuring that systemic
efforts to achieve demographic representation in senior academic ranks and positions are showing sufficient success.
Concomitantly policy and procedural barriers and difficulties in respect of the recruitment of international scholars to our
institutions, whether on a short-term, medium-term or permanent basis, should be eliminated, and the relevant governmental
players and departments petitioned, as necessary.
It may be the case that the increased technical sophistication and growing culture of online lecture presentation, currently
driven by the necessities of remote, online learning due to the CoViD-19 pandemic, may enable the more productive
utilisation of national and international academic partnerships in programme and course development and delivery.

Scenario-building issues in HE sector (3.4)

ACADEMIC SUSTAINABILITY
2020--2026 projects

Possible Approaches

Generation Scholars

Implications of USAf/DST Study. DHET/UCDP

Demographic representivity in senior academia

Needs special interventions to address. DHET/UCDP

New technologies in T/L, R/I and academic administration

New USAf global studies through SGs.

International Scholars

Petition to DoL/DHA/DHEST

Renewal of Knowledge Project

Study

Make the academic career fun again

Study/TLSG Project

Careful study and consideration need to be given both to a renewal of the knowledge project and making academic life
richer and more rewarding – the idea of injecting fun back into academic careers. Best practice for the development of
researchers to pursue innovative and exciting research needs to be adapted and applied to South African conditions and
circumstances, while academic career modalities need to be adjusted to reduce banal administrative functions and maximise
opportunities for intellectual excitement and reward.
The new technology moment that we find ourselves in is rapidly transforming global HE landscapes. South African universities
need to be supported and incentivised to use these digital technologies for the purpose of enhancing learning and
teaching, research and innovation, and their administrative functions. Sector-wide interventions to map strategic pathways
for incorporating these technologies and instruments into the institutional and operational fabric of South African universities
are needed.

3.5

UNDERGRADUATE SIZE AND SHAPE

As individual institutions and as a system, universities are insufficiently informed concerning graduate destinations. An
ongoing national longitudinal study is needed to better conceptualise and steer future undergraduate size and shape
exercises, including optional pathways to affordable growth. Optimisation of the disciplinary shape of undergraduate studies
in terms of societal and economic needs and demands is also dependent on the characteristics and abilities of the school
pipeline. Curriculum planning and reform are likewise strongly influenced by these considerations. The annual enrolment
agreements with the Department of Higher Education and Training (DHET) provide some information about institutional and
national direction and affordability. The agreements tend to be institution-specific and are insufficiently integrated across the
system for medium- to long-term strategic planning.
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Scenario-building issues in HE sector (3.5)

UNDERGRADUATE SIZE AND SHAPE
2020--2026 projects

Possible Approaches

What’s happening to graduates?

Nat Graduate Destination Survey?

30 : 30 : 40? and Curriculum. School Pipeline

Study? LMIP?

Growing the system affordably?

Sector approach with DHET?

Public/Private mix

Engagement and Joint Study?

Qualification structure for PSET? 2+2?

Study?

It may well be that the time has come for more formal dialogue and possibly a joint study with the steadily growing private HE
sector. Coherent evaluation and planning regarding the entire national undergraduate contingent cannot sensibly proceed
without information and insight into the current progress and plans and investments of the private institutions and their
evolving size and shape. A national approach to HE planning is required.
Further studies and discussions are also needed about the envisaged and desirable qualifications structure for the Post-School
Education and Training sector (PSET), and how any potential articulation between the Technical and Vocational Education
and Training (TVET) and HE sectors should evolve. The key idea is to ensure that articulation occurs through design.
HELM has a role to play in developing the leadership and management capacity of the TVET sector.

3.6

POSTGRADUATE SIZE AND SHAPE

As for the undergraduate situation, a comprehensive destination survey of postgraduates is sorely needed. Given the now
well-established trajectory of the digital knowledge economy, it is appropriate that studies be done to understand better the
size and shape of postgraduate education.
Although the size of the postgraduate population in institutions and across the system has long been the subject of ongoing
strategic discussions, its shape is much less analysed or understood. There is a strong case to be made that an agreed sectoral
approach to strategically shaping postgraduate growth should be developed to address the issues of funding, capacity,
infrastructure and sustainability. Along with the DHET, private sector and professional associations, important players such as
the NRF should be fully engaged in strategy and resource discussions and planning.

Scenario-building issues in HE sector (3.6)

POSTGRADUATE SIZE AND SHAPE
2020--2026 projects

Possible Approaches

What’s happening to graduates?

Nat Graduate Destination Survey?

Size and Shape

Study? LMIP?

Growing the system affordably? Growth constraints.

Sector approach with DHET/NRF?

Degree structure: do we still need the Honours? ”3+2+3”,
Study of pipeline?
“4+2+3”, “5+3”
Ongoing debates on degree structure will impact on postgraduate strategic planning. Some schools of thought believe that
a four-year degree leading directly to Masters studies may be a superior model, dispensing with the Honours year, which
often acts as a blockage to academic progression. Research and analysis of the undergraduate pipeline to higher degree
enrolment may provide more precise options for consideration.
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3.7

RESEARCH AND INNOVATION

The recent Centre for Research on Evaluation, Science and Technology (CREST) report, The State of the South African Research
Enterprise (2019), commissioned by the NRF in 2015, provides and analyses a comprehensive set of baseline statistics and
trends of fundamental value to any strategic approach or intervention in this area. The ramifications of these findings have yet
to be thoroughly processed and internalised in the HE system and the individual institutions. Implications for the current and
desired size and shape of research capacity, the demographics of research personnel (race, gender, age) and the social and
economic impact of research all need to be better understood.
The perennial issue of research funding remains topical, both in terms of the percentage of gross domestic product (GDP)
allocated for national R&D, as well as the pattern of distribution to the various players – notably through the university and
science council systems (and in terms of the currently less than optimal patterns of cooperation between subsets of these
systems). Consideration could be given to entrepreneurial incentivisation of research allocation along the lines of the previous
Technology and Human Resources for Industry Programme (THRIP) mechanism, which raises the issue of how effectively
knowledge economy arrangements such as the Triple Helix (university, private sector and government R&D collaboration)
have progressed in South Africa. It is a strategic concern that university-based research efforts have not added sufficient value
to either economic or social processes to create a strong basis for further funding advocacy. It is of critical importance that
attention be paid to the development of policy and funding platforms to improve the functioning of the National System of
Innovation (NSI) by building synergies between HE institutions, science councils and the laboratories of government, stateowned enterprises and the private sector.
These considerations also feed into a strategic consideration of the innovation landscape, which is strongly related to the
extent of research entrepreneurialism and the effective management and leveraging of university intellectual property. The
recent Department of Science and Innovation (DSI) 2019 White Paper on Science and Technology (whatever its gaps and
imperfections) provides a framework for new discussions and pathways. The university system and the NSI more generally must
develop some working consensus on identifying specified strategic R&D fields or areas where there can be a collaborative
and complementary focus of effort and resources.

Scenario-building issues in HE sector (3.7)

RESEARCH AND INNOVATION
2020--2026 projects

Possible Approaches
National discussion

FUNDING, FUNDING FUNDING?

Off-shoring
THRIP-type initiative

Size and Shape – including CESM category studies.

CREST State of Research Report

The demographics of research enterprise. Sustainability

Several studies point towards challenges that lie ahead

Overall, the key issue of funding and sustainability of the research and innovation enterprise is inextricably entangled with
the question of the value added through such efforts. This calculus needs to be vindicated by the relevance and productivity
of university research.

3.8

VIOLENCE, SUBSTANCE ABUSE AND EMOTIONAL HEALTH

Of extreme concern is the apparent sectoral growth in and seemingly intractable nature of damaging, antisocial phenomena
such as gender-based violence, student and staff suicides or attempted suicides, substance abuse and generalised student
violence (including to property). Whereas many, if not all, of these can be recognised as stemming from serious problems
and challenges besetting society, their widespread appearance on our campuses and in university life is alarming. Although
university institutions cannot, and should not, exist in protected bubbles somehow protected from contemporary social ills,
the university environment has a clear responsibility to minimise such incidences and trends, and further, to point the way to
what a more enlightened and humanistic social order might look and feel like.
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Scenario-building issues in HE sector (3.8)

VIOLENCE/SUBSTANCE ABUSE/EMOTIONAL HEALTH
2020--2026 projects

Possible Approaches

Student violence

Sectoral Approach

GBV

Project led by TSG

Suicides/Attempted suicides
Student and Staff emotional health
Substance abuse - alcohol, drugs

• USAf-led engaged research initiative
• HELM interventions
• DHET and Ministerial Task Team
• Higher Health
• MRC Study
• Engagement with international partners who are also
working on this.

The USAf Transformation Strategy Group is engaged with these matters, including analysis of underlying causes and
identification of strategic pathways for university-based solutions, with a view to threshing out potential short- and longerterm strategic interventions. A vital element of these interventions is creating partnerships with DHET, Higher Health and the
South African Medical Research Council (SAMRC). Further and accelerated engagement with other local and international
partners needs to be vigorously driven, with a view to better understanding and more effective project interventions.
Universities and the university system will be expected by stakeholders to intervene effectively on their own campuses and
contribute significantly to a broader social understanding and more comprehensive social interventions. One example of this
is the partnership between the SAMRC and USAf in understanding the nature of mental health challenges faced by students
and the kinds of interventions that may help.

4.

KEY INTERNAL USAf STRATEGIC SCENARIO-BUILDING ISSUES

This section sets out and briefly explicates key strategic issues in the current internal USAf environment. Each of these
issues constitutes a set of thematic strategic challenges related to the appropriate institutional evolution and organisational
development of USAf. The first column of the scenario-building issues tables that follow lists identified problematic areas
requiring potential strategic actions or intervention. The second column indicates the possible programmatic, project or
restructuring approach to be followed.

4.1

CAPACITY BUILDING

In the light of the various and multiple developments and challenges spelt out in Section 3 on scenario-building issues, USAf
is challenged to perform at an optimal level to act effectively in the sector. On occasion, USAf needs to ensure on behalf of
the sector that requisite capacity is identified, built and sustained within the broad parameters of its organisational ambit.
According to the adage structure follows strategy, USAf needs to develop its shape and systems as an organisation to
engender purposeful and meaningful action through sufficiently flexible organisational arrangements and mechanisms. A
working culture aligned to the nature and character of the sector must continue to be developed and nurtured. USAf is a
servant, at times a leader and at other times both – and the nature of its organisational form needs to reflect the nuances and
complexity of its role.
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USAf scenario-building issues (4.1)

CAPACITY BUILDING ISSUES
2020--2026 projects

Possible Approaches

Maintaining and growing capacity within USAf to deliver on Making good appointments
sector needs
Building partnerships with other policy development
structures.
Strengthen intellectual capacity
Interns, postdoctoral fellows, etc.
Producing a national HE policy research capacity

Building a national HE research consortium.

Fundraising for policy and advocacy projects

Ideas and proposal writing.

The design of the organisational structure of USAf must facilitate and enhance ongoing collaboration between scholars
in the sector relating to HE research, policy development and advocacy. This will help to ensure the continuing synergistic
relationship between USAf and the universities. It will also help to broaden the ownership of USAf in the sector.
Given the extent and number of current challenges and expectations, building a diversified funding base for key strategic
programmes and projects would seem to be a sine qua non. The range of policy and advocacy projects stacking up on
the USAf desk would seem to necessitate that a strong and ongoing grant-seeking capacity, including proposal writing,
monitoring and reporting (especially including financial reporting) be rapidly embedded. For example, as identified in
Section 3 on scenario-building, it is extremely urgent to tackle the current HE research policy vacuum, probably through the
construction of an active and inclusive HE research and innovation consortium.
USAf will need to develop strong internal management leadership through sound appointments, some of which may be
contract positions tied to specific funded programmes and projects. A network of skilled and committed associates, who
can be brought in part-time or episodically as related to specific tasks as part of a broader team, needs to be meticulously
cultivated. Intellectual and project capacity can be optimised through providing internship opportunities and establishing a
postdoctoral programme with sufficient critical mass for vibrant synergy and strategic and applied research production.
To enable the above, it is vital that the professional enabling support functions, such as Human Resources, Finance and
Communications, be developed as supportive and aligned to internal business partners. These cannot be separate islands
operating outside the strategic correlatives of USAf’s core business; they exist solely and entirely to support and empower.
They should be knowledgeable concerning the issues and challenges characterising the industry in which they are located
and adjust their methods and standard operating practices, procedures and processes accordingly. On the other hand,
there will have to be strict adherence to good governance and policy implementation to ensure accountability. Developing
a creative balance between these imperatives is vital to the future of USAf.
Appropriate comparison and benchmarking in terms of equivalent organisations internationally (and especially in the
Commonwealth countries which share cognate university structures and systems) is requisite. USAf can learn valuable lessons
from the operation of similar organisations in the United Kingdom, Australia, Canada and other countries.
USAf must accept that however effectively, efficiently and economically it organises itself, it cannot achieve the desired results
entirely by itself. As a 21st century knowledge organisation it requires strategic and operational partners – beyond the usual
suspects. These partners may be international or local; they may be donors, paid or unpaid; they may be partners for only
a single programme or project or for more. However, USAf will need to manage this network with perspicacity and skill,
understanding synergies, shared interests and even, on occasion, managing conflict. Appropriate alliances and partnerships
will provide keys to unlocking otherwise seemingly impossible problems and challenges.

4.2

FINANCIAL SUSTAINABILITY

Financial sustainability is the sine qua non of organisational success. It is next to impossible to lead and manage an effective
strategic programme of action in the face of financial gaps and uncertainties. This goes to both the revenue and expenditure
side of the financial function. Funding streams must be developed and, to the extent possible, maintained; expenditures
need to be targeted, appropriate and properly governed and controlled (without an unnecessary bureaucracy that prevents
flexibility and nimble responses). The budget and budget process should face the future, that is, be aligned to the strategy,
and not face the past in the sense of carrying the baggage of past operations.
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In Section 4.1 on capacity building, the need to have the organisational ability to raise, effectively use and adequately account
for programme and project funding is put forward. USAf’s financial systems will need to adjust to the greater bulk of financial
transactions related to programme and project funding. DHET and DSI provide significant project funding, and this will
hopefully continue to be the case. However, it is vital to diversify the range of donors and funding contributors far beyond
these traditional sources.

USAf scenario-building issues (4.2)

FINANCIAL SUSTAINABILITY
2020--2026 projects
Reducing dependence on subscriptions for projects

Possible Approaches
Fundraising

Reducing dependence on DHET and DSI for project funding. Generate funding through project work
Continue to build efficiency and effectiveness

Establish HELM as an income generating activity
Provide advisory and administrative services for fee.

Although it is not a viable strategy to save towards organisational sustainability, it is likewise important to spend expeditiously
and according to the agreed strategic path that has been determined. Functional (non-financial) managers have a duty to
plan, spend and procure wisely, ensuring that their general expenditure patterns contribute to carrying out agreed objectives
and adding optimal value.
Aside from donor fundraising, USAf should seek other viable revenue streams. Income is usually best generated through
organisational core activities or congruent purposes. There are risks and dangers in embarking on revenue activities
not related to the current mission and strategy. They may distract or end up costing more capacity and energy than the
income generated. It is not difficult to imagine HELM developing an income-earning capacity for USAf to provide other
kinds of intellectual or consultancy services through HELM or other commercial windows – such as commissioned research,
entrepreneurial or organisational development advice or HE-specific mediation or conflict resolution services.

4.3

STRUCTURAL ISSUES

As indicated earlier, new strategies inevitably and invariably need previous structures to change. Current structures are
derived from past strategic approaches that may have been superseded, which themselves derived from previous and now
disappeared environments. In certain cases, the structural decks will need to be more radically cleared, whereas in other
instances, structures may need to develop and evolve. Inappropriate and outdated structures (and systems) can hang around
the neck of an organisation like a millstone, preventing the effective implementation of newly adopted and environmentally
and context-tuned strategies.

USAf scenario-building issues (4.3)

STRUCTURAL ISSUES
2020--2026 projects
Enhancing connection with sector
Disbandment of the CUP, CTP, SAUVCA
Transition of MB

Possible Approaches
Consult with sector
Prepare discussion document for Board
Follow up with DHEST

Address long-term role, sustainability of EDHE

Follow-up of work being done on Baseline Study

Review associate fellows model

Strategy and model to strengthen internal capacity through
local and international associates.
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In the case of USAf, which is on the cusp of internal innovation and change, a series of rationalising steps could prove most
important, such as:
• Disbanding the Committee of University Principals (CUP), the South African University Vice-Chancellors’ Association
(SAUVCA) and the Committee of Technikon Principals (CTP)
• Transferring the functions of the Matriculation Board to a statutory body
• Determining and ensuring the long-term sustainability of HELM and EDHE
• Reviewing USAf’s Associate Fellows Model
• Reviewing Communities of Practice (CoPs) and determining the form and shape of their continued existence.
Any changes to the structure, systems or organisational style of USAf must take careful account of its need to integrally
connect and communicate with the major stakeholders constituting the South African HE sector. Primary among these are
the 26 public universities. No structural reforms or innovations should be undertaken without the needs and expectations of
this core group firmly in mind.

5.

BASIS AND RATIONALE OF 2020--2026 STRATEGIC FRAMEWORK FOR USAf

The Strategic Framework for the period 2020--2026 proceeds from and is underpinned by the full modalities of the university
sector globally and locally (described in Section 2). It draws heavily on the current and possible future scenario-building blocks
(Section 3). It focuses on the needs to address challenges that are currently confronting USAf and its member institutions.
However, as it is a strategic framework for USAf specifically, it gives particular and detailed attention to those issues and
challenges related to this organisation’s roles, functions, and operations (Section 4).
The various key issues identified in the societal environment impacting the HE sector, as well as key issues specific to HE
and impacting universities (and therefore of strategic relevance to USAf), are aggregated as below for the purposes of
prioritisation.
The primary criteria for the priority aggregation of the scenario-building issues were identified as those strategic issues most
relevant to:
• Managing and reducing the instability in the system
• Strengthening the teaching and learning capacity of member universities and in particular shaping better qualitative and
quantitative outcomes
• Strengthening the capacity of institutions to engage in quality research and innovation and consolidating a more thorough
understanding of how to deepen the impact of these activities on society
• Engaging in activities that contribute to the consolidation of institutional and sectoral transformation to ensure class, race
and gender representivity at all levels
• Constructing a knowledge project that is consonant with addressing national and global grand challenges in order to
generate human-centred development.
The key focus areas for the strategic aggregation were identified as:
• Long-term sustainability (especially in funding)
• Enhanced good governance, leadership and management
• The core academic mission (learning and teaching, research and innovation)
• Designing universities as engaged and responsive social institutions
• Designing universities to enhance the social, emotional and intellectual development of students.
The key strategic approaches for the strategic aggregation were identified as:
• Adopting approaches that galvanise sustainable institutional culture change to have a long-lasting impact
• Taking on challenges that USAf and the sector can realistically address
• Enhancing the capacity of the sector to grow, building a coherent approach to constructing the PSET system, and working
constructively with the private HE sector
• Strengthening national and international strategic partnerships
• Strengthening evidence-based policy work
• Building the capacity of USAf to address these issues.
Applying the above strategic aggregation factors of criteria, focus areas and approaches resulted in the identification of three
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primary, overarching and guiding themes
themes, as follows:
1. Designing universities for undergraduate and postgraduate student development and growth
2. Addressing the long-term sustainability of the HE system
3. Designing universities to enhance social engagement and responsiveness by focusing on identified local and global
challenges (such as the National Graduate Destination Surveys --NGDS)
Finally, eight specific facilitative transversals or action levers were identified as programmatic strategic mechanisms that
could be used to drive improvement and change, as follows:
1. HELM – Leadership and Management Development
2. Differentiation and articulation – in the PSET sector and with SAPHE
3. EDHE – producing innovative cultures
4. Policy analysis and development
5. Programme on sectoral and institutional governance
6. Enhancing the uptake, use and integration of technology
7. Partnership development
8. Strategic internationalisation
9. Research, innovation and development best practice.
Key to USAf’s success will be to translate and embed the modalities of this Strategic Framework 2020–2026 into evidencebased, appropriate and context-specific programmes and initiatives, joined with complementary, dynamic and sustainable
partnerships in the public and private sectors. Such partnerships constitute a key enabler of the USAf Strategic Framework.
They will serve to unlock the resources and capacities necessary to achieve its future positioning and objectives.

6.

STRATEGIC FRAMEWORK 2020–2026
6.1

VISION
A higher education system that is responsive to South African and global challenges through the
growth and development of new cohorts of engaged graduates and through high-quality knowledge
production geared towards progressive and inclusive social and economic impact.

6.2

MISSION STATEMENT
1. Addressing student access and success,
and the development of new cohorts of
organically engaged graduates

2. Strengthening the role of the sector
in deepening democracy and social
cohesion
3. Building the capacity of the HE sector
as an internationally competitive system
to effectively engage human and social
development through its knowledge
project

5. Strengthening the articulation of the
sector with the needs of an inclusive,
growing, competitive economy
through high-quality, impactful
research and innovation
6. Improving the efficiency and
effectiveness of universities
7. Addressing the key transformation
challenges facing the sector and
society.

4. Building the leadership of the sector in the production and dissemination of knowledge through the
performance of research and innovation
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6.3

A THREE-PRONGED STRATEGIC APPROACH

The USAf Strategic Framework 2020–2026 includes three thematic clusters derived from the three overarching themes
identified in Section 5, briefly identified in the diagram below as Students, Sustainability and Engagement.
As expressed in the diagram, each of the three thematic clusters is considered in a matrix related to the catalytic factors of
Differentiation & Articulation; Policy Analysis Development; Good Governance; Technology; and Leadership.

ENGAGEMENT

DIFFERENTIATION & ARTICULATION

GOOD GOVERNANCE

TECHNOLOGY

SUSTAINABILITY

LEADERSHIP

STUDENTS

POLICY ANALYSIS, DEVELOPMENT

A three-pronged approach

A fourth issue cluster dealing specifically with USAf’s internal organisational development and structural issues is added to
the Strategic Framework.

6.4

CONSTRUCTION AND APPLICATION OF THE STRATEGIC FRAMEWORK

The USAf Strategic Framework 2020–2026 is presented below with the three thematic issue clusters shown in three windows
(Students, Sustainability & Engagement), plus the fourth thematic window dealing with USAf internal organisational issues.
In each case, the left-hand (first) column of the table representing the cluster window lists identified key issues relating to the
specified theme. The right-hand (second) column lists areas or methodologies for appropriate programmatic intervention.
The intention is that within this framework, each issue in the left-hand column of the tables will be tackled within the five-year
strategic period by applying one or more of the interventions.
The framework as set out and adopted ensures that all the identified strategic issues and concerns (listed in the first column
of each table) will be tracked and monitored over a five-year period. Any interventions embarked upon will be monitored
and reported on annually. This strategic framework, as annually reviewed and reported on, will serve to develop, evaluate
and reinforce such ongoing interventions, whether led or coordinated by USAf, the individual member institutions or other
players and actors, or any combination of them. At the same time, an annual review of the framework will identify and focus
on issues where insufficient progress has been made.
Thus USAf will purposefully develop and implement programmes and projects which prioritise these issues and reinforce
the concomitant systemic interventions. Further, USAf will accordingly report on an annual basis as to progress concerning
specific issues, interventions and progress on all interventions already embedded in ongoing programmes and projects.
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6.4.1

The Student Projects
USAf strategic programme:

STUDENT GROWTH AND DEVELOPMENT
Instability

Leadership Development
Studies on Student Unrest
Developing the Second Curriculum

Student Funding

DHET Project

Student Accommodation

DHET/USAf Project

Student Access and Success

Data and Data Analytics
UG and PG Size and Shape
Curriculum Innovation
Technology in T&L
Graduate Attributes

Employability and Engaging Economy

LMIP/HRDC
National Graduate Destination Survey
Articulation across PSET
Ongoing Engagements with Employers

Student Mental Wellness

USAf-MRC Study and Follow-up

DESIGN FOR STUDENTS

SYSTEMIC INTERVENTIONS

Key issues pertaining to Students are set out in Section 3: Key Higher Education Scenario-building Issues, especially Sections
3.1, 3.5, 3.6 and 3.8. As summarised above, key programmes need to address the instability on campuses, student access
and success, employability in the emerging knowledge economy, and the necessary graduate attributes. Issues of wellness,
evidenced by the current prevalence of violence and suicide, must be accommodated. Wellness also strongly relates to
issues of student accommodation and student funding. Leadership development has become crucial, as has the need to
programmatically address the nature and shortcomings of the second curriculum.
The institutional and organisational mechanisms available for systemic interventions are listed next to each issue, as above.
In each case, annual operational plans would need to be developed.

6.4.2

The Sustainability Projects
USAf strategic programme:

INSTITUTIONAL AND SECTOR SUSTAINABILITY
Governance of HE Sector

Work with CHE: Review of HE Act of 1997
Focus on Leadership and Management Development
Strengthen the Functioning of Councils

Funding

Macro-Funding Study
Investigations of New Streams of Income

Sustainability Ratios and Other Tools

FEF Study

Building Equity across Institutions

Work with DHET on its Projects
Shared Services Platforms
Funding for Collaboration across Sector
HELM

Renewing and Developing Academics

HELM and DHET Project
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USAf strategic programme:

INSTITUTIONAL AND SECTOR SUSTAINABILITY
Staff Retention

Institutional Climate, HELM

Infrastructure

FSG/DHET Project

Technology Deployment

Shared Services Platforms
Leadership Development
Build synergies: TENET, SANReN, etc.
Blended Work Environments

Curriculum Renewal

Knowledge Project Reimagination
Just-in-Time Education
Lifelong Learning

Transformation

Sectoral and Institutional Culture Change
TSG/TMF

Building the PSET System

TVET Sector
Private HE Sector

Funding for Postgraduate Studies

RISG/NRF/DHET Project

INSTITUTION

SYSTEMIC INTERVENTIONS

Key issues pertaining to Sustainability are set out in Section 3: Key Higher Education Scenario-building Issues, especially
Sections 3.2, 3.3, 3.4 and 3.7. As summarised above, key programmes need to address staff retention and renewal of the
academic cadre, curriculum renewal articulation, infrastructure and technology deployment, postgraduate pipeline and
funding and overall transformation.
The institutional and organisational mechanisms available for systemic intervention are listed next to each issue, as above.
In each case, annual operational plans and longer-term projects would need to be developed and annually motivated and
evaluated.

6.4.3

The Engagement Projects
USAf strategic programme:

SOCIAL, ECONOMIC AND POLITICAL ENGAGEMENT
Who Owns the Universities?

Epistemology of Engagement

What are the Publics of Universities?

Engagement and Institutional Design

Characteristics of an Engaged System

Universities as Anchor Institutions

Universities and Democracy
Nature of T&L and R&I

Research and Innovation Impact Project
The Research-Innovation Chasm Project
Engaging Professional Bodies, Employers

Graduate Employment Focus

National Graduate Destination Survey

Building the PSET Sector

Differentiation and Articulation
Building Local Linkages

ISSUES
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SYSTEMIC INTERVENTIONS

Key issues pertaining to Engagement are set out in Section 2: The Context Within Which our Universities Exist and Function,
specifically Section 3.4, as well as Section 3: Key Higher Education Scenario-building Issues, especially Sections 3.5, 3.6
and 3.7. As summarised above, key programmes need to address the crucial issues of improving the social ownership of
the 26 public universities and of who constitutes the stakeholders and publics of university institutions. This is also about
interrogating the nature and content of teaching and learning and research and innovation for the developmental trajectory
of South Africa. How will our graduates engage in the economy and the employment market, and what kind of research and
innovation can effectively drive economic and social progress?
In terms of the issues above, a key question is to understand the reconfiguration of the entire PSET system and to understand
the articulation of the system with the labour market. What levers and mechanisms are necessary to progressively redesign
the PSET system to improve articulation in it? How do we reconfigure the PSET system to strengthen its articulation with the
grand challenges facing South Africa? To what extent is the organisational form of the PSET system optimised for the contexts
in which they find themselves?

6.4.4

THE INTERNAL USAf PROJECTS

The institutional and organisational mechanisms available for systemic intervention are listed next to each issue. In each case,
annual operational plans and longer-term projects would need to be developed and annually motivated and evaluated.

USAf strategic programme:

INTERNAL USAf DEVELOPMENT
Capacity Building

Building a National HE Research Consortium
USAf Interns/Fellows/Postdocs
Study Support to Staff
Mentoring

Financial Sustainability

Generate Funding through Project Work
Project Development and Fundraising
Establish HELM as an Income Generator
Provide Consultancy and Advisory Services
Revisit Efficiency and Effectiveness

Structural Issues

Review Organisational Structure
Review Communities of Practice
Complete the S74 Process
Address the Future of HELM
Address the Future of EDHE

USAf ISSUES

SYSTEMIC INTERVENTIONS

Key issues pertaining to USAf’s Internal issues are set out in Section 4: Key Internal USAf Strategic Scenario-building Issues.
Capacity-building challenges are urgent and substantial to address the myriad challenges (and opportunities) currently
present. Financial sustainability and improved financial muscle to tackle identified priority projects constitute a specified
priority. Various structural and institutional changes are already on the table, and future positioning will drive further change
management imperatives, including a review of organisational structure and systems.
The institutional and organisational mechanisms available for systemic internal intervention are listed next to each issue, as
above. In each case, annual operational plans, as well as longer-term projects, would need to be developed and annually
motivated and evaluated.
The alignment between the strategic core areas, its transversal implications, key issues, interventions and operational
mechanisms are summarised in the Operations Matrix as Appendix A.
To ensure effective implementation of the Strategic Framework, USAf needs to undertake a change management initiative
using an appropriate organisational redesign model and process tools like the McKinsey 7-S framework.
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2. Sustainability

1. Student
development and
growth

Strategic Core Areas

• National Accommodation Policy

• Graduate Attributes
• Wellness, Suicides, Violence

• Policy Analysis
Development

• National Infrastructure Plan

• Staff Retention

• Differentiation and
Articulation

• Shared services platforms

• Infrastructure

• Policy Analysis
Development

• Funding SG
• Finance Executives Forum
• Teaching and Learning SG
• Research and Innnovation SG

• Data warehousing/analytics
• Shared Services Platforms
• Knowledge Project
• Interwoven into all interventions
• Reimagination
• TVET, Private HE Sector

• Renewal of Curriculum
• Transformation
• Articulation

• Transformation Forum

• Transformation SG

• Institutional culture

• Fundraising

• University Lecturer Development

• Universities Learning Futures

• HE Leadership and Management

• Operations and Sector Support

• National Directorate

• Research and Innnovation SG

• Technology Deployment

• National Staff Development, HELM

• FEF/FSG project

• Renewing Academics

• Funding SG

• USAf-SAMRC Study on Mental
Health

• Good governance

• Transformation Forum

• Throughput Rates

• Correct Sustainability Ratios

• Transformation SG

• Pipeline Studies

• Technology

• Teaching and Learning SG

• LMIP, HRDC, NGDS

• Macro funding study

• Fundraising

• PG Shape and Size

• Funding

• University Lecturer Development

• UG Shape and Size

• World of Work SG

• Universities Learning Futures

• Entrepreneurial Development in HE

• Student Success Collaborative Forum

• HE Leadership and Management

• Operations and Sector Support

• National Directorate

Programmes and Projects

• Student Funding

• Student Funding

• Leadership

• Differentiation and
Articulation

• Leadership Development

• Employability

• Good governance

• Second Curriculum

• Student Success

• National studies on violence

Interventions

• Technology

Issues
• Instability

Transversals

• Leadership

USAf OPERATIONS MATRIX
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3. Engagement

Strategic Core Areas

• Differentiation and
Articulation
• PSET
• Articulation

• NGDS

• Engagement with employers,
professional bodies

• T&L, R&I for Impact

• Kinds of T&L/R&I needed?

• Policy Analysis
Development
• Graduate employment focus

• Engagement with social partners

• Who are our publics?

• Good governance

• Engagement with DHET/DST/NRF/
NACI/SCs

• The Epistemology of
Engagement

• Technology

• Who owns the universities?

Interventions

• Who owns the universities?

Issues

• Leadership

Transversals

USAf OPERATIONS MATRIX (Cont)

• Funding SG & WSG

• Transformation Forum

• Transformation SG

• Teaching and Learning SG

• Research and Innovation SG

• Fundraising

• University Lecturer Development

• Universities Learning Futures

• Entrepreneurial Development in HE

• Student Success Collaborative Forum

• HE Leadership and Management

• Operations and Sector Support

• National Directorate

Programmes and Projects
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