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Abstract

Successful strategies are often built upon a collection of resources and capabilities
organisations continually strive to develop. In Gauteng, a growing population and a continued
housing shortage, poses significant challenges. Residential property developers (RPDs)
must navigate a complex and tumultuous housing market. This paper explores the
challenges forthcoming from the business environment of Gauteng’s housing market, and the
effect these have on RPDs in Gauteng. The paper aims to provide insights into pivotal
resources and capabilities which would enable RPDs to formulate strategies to overcome
these business environmental challenges. In addition, it will put forward recommendations
that can advance the ease of developing residential property in Gauteng to meet the current
and future demands for housing.

A qualitative study was undertaken amongst 15 participants selected from RPD
companies in Gauteng, based on their involvement at the strategic level in their
organisations. Semi-structured interviews were conducted after obtaining consent to record
and transcribe the interviews. Directed qualitative content analysis was utilised to analyse
collected data.

The study revealed that RPDs encounter distinct challenges that are specific to the
property industry which have significant impact on the accomplishment of their strategic
goals. These challenges are related to spatial disparities, limited access to suitable land,
duality within the property industry, and zoning regulations by local governments.
Furthermore, the study identified several resources and capabilities crucial to the business
success of RPD’s and proposed potential solutions to address these challenges.
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STRATEGIC CHALLENGES FACED BY RESIDENTIAL PROPERTY DEVELOPERS IN
GAUTENG

INTRODUCTION

Residential property development (RPD) is a vital component of the overall built
environment in a country and plays a significant role in driving economic growth. Residential
property developers (RPDs) play an entrepreneurial role in creating the built environment in
response to the needs of the market (Bah, Faye & Geh, 2018). Gauteng, being the centre of
economic activity in South Africa and the focal point of the country’s urbanisation, is
estimated to continue to receive a large inflow of migrants over the next decade (Dikgang &
Visser, 2020). This inflow of people has presented Gauteng with a challenge in terms of the
provision of housing, in line with the rest of South Africa (Dikgang & Visser, 2020).

Gauteng received an estimated inflow of 1,553,162 migrants between 2016 and 2021, the
majority emanating from other provinces in South Africa. People are drawn to Gauteng by
economic opportunities, and access to housing has been a challenge for decades (Ogra &
Onatu, 2024). The efforts of both government and private sector to deal with this issue have
not delivered meaningful results, especially at the lower end of the residential market
(Mutheiwana, 2021). RPDs operating in Gauteng play an integral role in addressing the
housing backlog.

Cronje (2017) states that the housing backlog, together with the increasing population in
Gauteng, drives demand for increased housing, however, this demand is not being matched
with a sufficient supply. There appear to be numerous challenges, some that are well
researched but many that are not as evident, that are hindering RPDs from successfully
taking advantage of this opportunity for expansion. By providing insights into the
environmental challenges faced by RPDs, this paper can help in developing
recommendations to address the housing backlog in Gauteng, ensuring adequate housing to
citizens of the province. These recommendations can be crucial in creating a conducive
environment for residential property development, ensuring that Gauteng's growing
population has access to adequate housing.

RATIONALE OF THE STUDY

Gauteng plays a vital role in South Africa's economy, but faces severe housing shortages,
with the situation expected to worsen as the population increases. This shortage, particularly
in the low-income segment, presents significant challenges for stakeholders in Gauteng.

Although the South African Constitution recognises adequate housing as a basic human
right, the implementation of this right is challenging. RPDs encounter numerous obstacles as
they try to address the housing backlog. These obstacles present themselves as challenges
emanating from the business environment. The RPD business environment has become a
web of difficulties companies find problematic navigating through, leading to a persistent
housing shortage in Gauteng. The study aims to assist RPDs and other stakeholders to gain
a deeper understanding of the challenges involved in housing development, and to provide
avenues for potential solutions.

In light of the above, the problem statement is summarised as follows:

The constitutional right of access to adequate housing for all cannot be achieved if
RPDs are unable to fulfil their critical role in addressing the escalating housing
backlog in Gauteng. RDPs need to achieve this role through implementing their
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business strategies effectively, with the support of necessary resources and
capabilities, in an enabling business environment.

In line with the problem statement outlined above, the following research question is
presented:

What are the challenges faced by Gauteng based RPD’s which pose a challenge to
successful strategy execution?

To answer this research question, the following research objective needs to be achieved:

To explore the challenges faced by RPDs in Gauteng in order to understand the
nature of these challenges for dealing with them effectively.

The results of the study are valuable for stakeholders both within and outside the RPD
industry. Leaders of companies in this sector can utilise the findings to identify potential
challenges that may affect housing development in the region and find solutions to address
them. Secondly, the study's outcomes are relevant to multiple key players, including local
and national government, government agencies, community-based organisations, publicly
and privately owned companies, and other parties responsible for providing housing. These
stakeholders can use the study's findings as a crucial input for formulating policy and
strategies.

LITERATURE REVIEW

This literature review addresses the business environmental challenges in the residential
property industry. The theory and trends of the urban form of Gauteng are discussed to
understand the drive for RPDs to address the need for housing and create a business from
this need. The discussion then turns to how RPDs may overcome business environmental
forces using strategies that are driven by internal resources and capabilities.

The Constitution and Housing

The end of apartheid saw the development and adoption of a new, progressive
Constitution. The Constitution declares housing and other socioeconomic rights as
guaranteed and protected for all citizens (Sobantu, Zulu & Maphosa, 2019). Although
Chapter 2, Section 26 of the Bill of Rights, addresses the right of access to housing, some
things need to be understood. This is not an absolute right, but rather a stated right. The
government is not obliged to provide housing for all citizens (Wertman, 2015), but the state is
required to take “reasonable legislative and other measures” to deliver on this right. Thus, the
government’s mere attempt at policy or programmes to provide housing, if these are deemed
reasonable, will suffice. ‘Reasonable’ is measured in terms of the state’s effort and not
necessarily the results of these efforts. The Constitution also asserts that this right shall be
realised progressively and not immediately, implying that people do not necessarily need to
have access to adequate housing by a particular date or in a specific way (Wertman, 2015).

South Africa’s Housing Market

Despite the promise of right of access to adequate housing, this has proved difficult to
execute, and substandard housing remains a challenge (Marutlulle, 2021). South Africa has
a serious housing shortage, and the housing market has many role players outside of
government, including private sector developers, legal firms, financial institutions, and
households themselves (Wertman, 2015). The South African property market has been
described as existing in a state of duality, with disparities between the different sectors of the
industry (Madell, 2024). Viruly and Karam (2022) state that this duality is a result of the
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historical context of South Africa, and has lead to inequalities in access to property and land
ownership. On the one hand, there is a highly developed commercial property sector,
concentrated in urban centres, centred around large, well-established firms and extensive
infrastructure. This sector is dominated by major players, with competition for prime property
(Madell, 2024). On the other hand, there is a large informal property sector, unregulated and
characterised by informal settlements, backyard dwellings and other forms of informal
housing with poor living conditions and inadequate access to basic services (Madell, 2024;
Viruly & Karam, 2018).

South Africa’s Urban Form

The South African housing market is characterised by a unique blend of first world and
third world characteristics that co-exist near one another. On the one hand, a more
‘Westernised’, sophisticated industry and on the other an industry that has more in common
with its African neighbours and other developing countries (Mohale, Geyer & Geyer, 2022).
This can also be seen in Gauteng, which is the focal point of this study. The housing
landscape in South Africa still reflects apartheid era South Africa (Todes & Turok, 2018), and
it can be seen as a legacy of the Group Areas Act of 1949. This Act was a concerted effort to
keep ‘non-whites’ out of urban areas (Cronje, 2017). This, and other apartheid legislation,
dictated where the population were permitted to live and work, creating a legacy of
separation along racial lines (Wertmen, 2015). The impact of apartheid era policies is seen
today in South Africa’s informal settlements, where many people still live without basic
amenities such as running water, waste removal, and electricity (Shackleton & Gwedla,
2021).

According to Yu and Turok (2020), the concentration of wealth among the ‘Top Million’
group in Gauteng has also led to a segregated urban landscape, with stark divides between
wealthy and poor neighbourhoods. This partition leads to social exclusion and limited
economic opportunities for those outside of the ‘Top Million’ group. Furthermore,
Huchzermeyer and Karam (2021) argue that the concentration of wealth in the “Top Million’
group has contributed to the housing crisis in Gauteng, as high-end residential developments
take precedence over more affordable housing.

Gauteng’s Urban Form

With an influx of 300 000 people annually, Gauteng is South Africa’s most densely
populated province. 26% of South Africa’s population resides in Gauteng, and it is estimated
that the population will reach 28 million by the end of 2025 (Statistics South Africa, 2020,
Govuzela, 2018). Demand for housing exceeds availability (Cronje, 2017), which has
significant implications for property development and investment in the region. This shortage
of land has been attributed to a variety of factors, including population growth, urbanisation
and restrictive land-use regulations.

Not only does this situation make it difficult for first-time buyers and lower-income
households to access property (Cheruiyot & Ramantswana, 2023), this also creates
environmental and social issues, including overcrowding, informal settlements and
inadequate infrastructure. These challenges have implications for the health and wellbeing of
local communities, contributing to social unrest and political instability. Ballard, Hamman and
Mosiane (2021) argue that there is a need for greater collaboration between property market
role players to address this shortage of suitable land, which boils down to exploring
alternative land-use models.

The three metros that make up Gauteng — Johannesburg, Ekurhuleni and Tshwane — are
very different in their spatial and living needs (Ogra & Onatu, 2024). Tshwane covers 39% of
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the landmass of Gauteng (Gauteng Provincial Government, 2020). The industrial areas of
Tshwane are found to the north, east and west of Pretoria (City of Tshwane, 2013). The
placement of these industrial areas creates a challenge to the development of residential
property in that they have spread the drivers of the economy far apart from one another in a
way that does not follow the urban theory of agglomeration (Gustafsson Gillbrand, 2024).
Johannesburg consists of more than five hundred suburbs in an area covering more than
520 km? (City of Johannesburg, 2021). Although the western areas have struggled
economically in recent years with the decline of mining in the area, there has been some
revival with the development of small family townhouse units in gated communities, such as
in Randfontein (Gunter, 2013). The biggest sprawl lies to the east and north of Johannesburg
(Gauteng Provincial Government, 2020). Ekurhuleni is in the east Rand region of Gauteng,
anchored by the CBDs of Germiston, Boksburg and Kempton Park, and is an important
manufacturing centre in South Africa (Gauteng Provincial Government, 2020).

Residential Property Developers (RPDs)

RPDs exist as a response to the need for housing. These entities improve undeveloped
land or existing real estate for residential purposes (Brown, 2015), and play an
entrepreneurial role in creating the built environment (Ogra & Onatu, 2024). Property
development is a process which starts with a concept which is brought into existence through
bricks, space and their associated services. This process requires the combined knowledge
and expertise of many professionals (Reed, 2021). Residential developments involve
creating site plans, schematics, blueprints, construction plans, and conceptual layouts which
are then used in the construction of infrastructure and housing for individuals or families
(Reed, 2021). Property development does not exist in a vacuum, it is a component of the
larger built environment community.

Residential Property Development Process
The RPD process is divided into five broad stages (Du Plessis & Ryan, 2018; Nel, 2018).

Stage 1: Site Identification and Acquisition: this involves identifying a suitable site for
development. Once identified, RPDs must obtain planning permission and comply with
regulatory requirements. In Gauteng, planning permissions can include municipal approval
for subdivision, rezoning, and departure applications.

Stage 2: Project Funding: This includes obtaining loans, equity financing, or both. RPDs
might need to obtain regulatory approvals, such as building permits or environmental
clearances, before securing project funding. In South Africa, the National Environmental
Management Act requires RPDs to obtain environmental clearance certificates for
developments that may have and impact on the environment.

Stage 3: Design and Planning: includes engaging with architects, engineers and other
professionals to develop a concept design which meets the requirements of the site and the
intended market. Specific regulatory approvals needed for development also need to be dealt
with at this stage.

Stage 4: Construction and Project Management: this includes hiring contractors,
managing budgets, ensuring the construction complies with regulatory requirements related
to construction, and monitoring the project's progress.

Stage 5: Marketing and Sales/Rental: this involves engaging with real estate agents or
marketing the development directly to potential buyers or tenants. RPDs provide a detailed
breakdown of the features and benefits of the development, such as location, facilities,
finishes and quality of construction.
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This process requires careful planning and execution throughout. Sound project
management is vital to ensure on time completion within budget whilst still adhering to high
quality standards.

Challenges Emanating from Business Environmental Forces

A functional housing sector comprises a complex relationship between private sector firms,
governmental rules and regulations, market forces, financing interventions, as well as inputs
and investments from households themselves. The external environment of an organisation
involves a combination of industry, or competitive, forces and macro environmental factors
(Nandonde, 2019). Understanding the various factors which affect organisations may direct
how the organisation seeks to overcome any challenges emanating from them. Cronje
(2017) states that the housing backlog and increasing population in South Africa leads to
higher demand for housing, and therefore there is an adequate market for RPDs to develop
their business. Yet, there are numerous challenges hindering RPD’s from taking advantage of
the opportunities presented.

This section will focus on identifying challenges to strategy execution forthcoming from the
external environment of an organisation. In a broader sense these challenges equate to the
‘Threats’ part of the traditional SWOT analysis. These challenges, or threats, are seen as
external in nature and originate in the organisations’ business environment. However, this
business environment has two distinct parts, namely the Industry (or Competitive)
environment, and the Macro environment.

In terms of analysing these two distinct environments, theoretical models can assist in this
assessment. For the industry environment, Porter’s Five Forces model can not only identify
challenges, but also assists in assessing the potential impact of these challenges. For the
Macro environment, the PESTEL analysis can be utilised to identify challenges emanating
from this part of the business environment.

The Five Forces model, developed by Michael Porter, is a useful tool for analyzing the
competitive intensity and attractiveness of an industry (Gamble, Peteraf & Thompson,
2019). It assists organisations in understanding the forces that shape the nature of
competition, and ultimately profitability, within a specific market. The five forces are (Gambile,
et al., 2019):

Competitive Rivalry: This revolves around the nature and intensity of competition among
existing organisations in the industry. These rivals employ competitive tactics which evoke
competitive responses from other players in the industry. This is most probably the strongest
of all the forces, as this force is instrumental in shaping the other four forces. Rivalry is bound
to intensify as rivals’ action challenge one another, or when opportunities are identified to
improve market position

Threat of New Entrants: This determines how easily new competitors can enter the
market and establish themselves as industry rivals. Barriers to entry, such as high capital
expenditure requirements, steep learning curve effects, and a heavily regulated environment,
discourage rival firms from entering the industry. Thus, the higher the barriers to entry, the
less likely it will be for rivals to establish a foothold in the market.

Threat of Substitute Products: Here the main consideration is the availability of
alternative products or services that can satisfy the same customer needs. If these offerings
are available at a lower cost, or if they provide a greater benefit for the same (or even
marginally greater) cost, the cost to switch from an offering to the substitute (the ‘switching
cost’) is low, which presents a threat.

Bargaining Power of Suppliers: This centers around the influence that suppliers have on
the industry in terms of their bargaining power. If suppliers have few alternatives or sell
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unique products, they can demand higher prices or better terms, reducing the industry's
profitability.

Bargaining Power of Buyers: This force examines the influence that customers have on
the industry. If buyers have many choices or can easily switch to other products, they can
negotiate lower prices or demand better quality, impacting the industry's profitability.

By analyzing these five forces, businesses can gain valuable insights into the competitive
landscape and develop effective strategies to improve their position and profitability (Gamble,
et al., 2019).

As alluded to, the so-called ‘PESTEL analysis is useful in assessing the macro-
environmental factors which impact upon organisations (Gamble, et al., 2019). ‘PESTEL
focusses on six key areas, and by understanding these external factors, organisations can
identify opportunities and threats, enabling them to make informed strategic decisions
(Yusop, 2018). The six key areas are (Gamble, et al., 2019; Yusop, 2018):

Political: The influence of government policies, political stability, trade and tax regulations,
on organisations.

Economic: Economic growth, interest rates, inflation, disposable income levels, etc. which
influence consumer spending and business investment.

Social: Social trends, cultural norms, demographics, and consumer behavior are essential
for tailor-making product offerings and marketing strategies in a given market.

Technological: The impact of technological advancements, innovation, and automation on
organisations and industries. Adopting new technologies can improve organisational
efficiencies and effectiveness, and allow organisations to remain competitive.

Environmental: The impact of environmental regulations, climate change, natural
disasters, and sustainability concerns on an organisations’ operations. Organisations need to
understand how their operations effect the environment to minimize their environmental
footprint.

Legal: The legal framework, including consumer protection laws, employment laws, and
industry-specific regulations that the organization has to comply with in a given market. This
is crucial for avoiding legal complications and for maintaining a positive reputation.

Conducting a thorough ‘PESTEL analysis assists in gaining a comprehensive
understanding of the external factors which impact upon organizational success (Gamble, et
al., 2019). This knowledge can then be used to develop strategies that capitalize on
opportunities and mitigate potential threats (Yusop, 2018).

Macro Environmental forces in the housing industry

The discussion now turns to how these forces play out in the housing market and impact
upon RPDs. The major macro environmental factors to impact RPD’s are:

Socio-economic Factors: The ‘Top Million’ represents 10% of the population of Gauteng,
(about one million people). This is a high-income segment, with many households earning
over R2.5 million p/a. This is significantly higher than other households in the province
(Lappeman, Egan, Rightford & Ramogase, 2021). Many of Gauteng’s residents are migrant
labourers earning an average of R5000 per month (Ngobeni, 2014), and this inequality has
raised concerns about social and economic exclusion.

Government and Infrastructure: infrastructure plays a critical role in enabling cities and
regions to recover from external shocks, maintain economic stability and promote economic
growth (Todes & Visagie, 2018). In Gauteng, investments in transportation, energy and water
infrastructure can support the development of new industries and promote the region's
competitiveness (Nhamo, Rwizi, Mpandeli, Botai, Magidi, Tazvinga, Sobratee, Liphadzi,
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Naidoo, Modi, Slotow. & Mabhaudhi, 2021). Wertman (2015) argues that the government
alone cannot rectify South Africa’s housing problem, as there is a need to focus on the
provision of public goods such as infrastructure, services and facilities as opposed to private
goods in the form of completed houses. This will create an enabling environment in which
private RPDs can take advantage of to provide housing. The greatest need for housing is in
the lower income categories (Cronje, 2017). However, RPDs do not favour the development
of low-income housing due to the high development cost and lower profit margins (Cronje,
2017).

Urban Theory: The ANC-led government has failed to recognise the impact that
coordinated spatial development planning can have on the economy (Schoeman, 2015). This
has left a vacuum in leadership for spatial planning in the country, leaving property
developers to focus solely on their bottom line when embarking on new projects. This
practice has further entrenched the problem of spatial segregation and a lack of housing in
many communities (Todes & Turok, 2018). From a PESTEL analysis point view, this factor
represents a social force.

Regulations: The Housing Consumers Measures Act 95 of 1998 led to the creation of the
National Home Builders Registration Council (NHBRC), which is a statutory body established
to regulate the home building industry in South Africa (Coetzee, 2019). The aim of this
council is to promote and protect the interests of housing consumers. (Coetzee, 2019).

Rates and Taxes: Rates and taxes across municipalities in Gauteng ware the fastest-
growing property operating cost (SAPOA, 2019). This has significant implications for RPDs,
as rising rates and taxes has a significant impact on the profitability of a property
development.

Economic Conditions: With poor economic growth and inequality in South Africa, many
low-income households struggle to obtain financing to buy a house. This means that RPDs
face the challenge of a large population in need of their product, with only a few who can
afford it (Marais & Cloete, 2015).

Industry Environment
Detailed below are some challenges faced by RPDs emanating from industry forces:

Financing: Financial institutions play a significant role in the success of residential
property businesses (Marais & Cloete, 2015). These institutions finance the projects RPDs,
build as well as the units customers buy. Financial institutions are an important role player
but according to Cronje (2017) are also one of the main sources of impediment in the
industry. Cronje (2017) states that in recent times financial institutions have become more
sceptical, and in many instances choose not to finance. This is still a backlash from the
global financial crisis of 2008. From the perspective of Porters’ Five-Forces model, this
represents a barrier to entry for new RPD’s wishing to establish themselves in the industry.

Affordability: Another challenge in addressing the housing backlog is the inability of
RPDs to supply affordable housing. In South Africa 6% of the population live in informal or
traditional housing. In Gauteng, 1.2 million people are awaiting government housing
(Wertman, 2015). Waiting lists extend for up to four years before housing is allocated
(Financial and Fiscal Commission, 2012). Households with a moderate income also find
themselves in a difficult situation, with only 15% of households earning a sufficient income to
qualify for mortgages (Wertman, 2015). If one considers the remaining 85%, 60% of
households meet the requirements for government housing (Wertman, 2015). This leaves
25% of South Africans who cannot readily access housing because they earn too little to
qualify for a mortgage, but earn too much to qualify for government housing (Wertman,
2015). This can be seen as a force speaking to the competitive nature of the industry, from a
Five-Forces perspective.
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Cost of Building: According to the Selected Building Statistics of Private Sector Report of
2021 (Statistics South Africa, 2021), Gauteng was identified as the second most expensive
province in terms of building costs, surpassed only by KwaZulu-Natal (Statistics South Africa,
2021). Gauteng has many building material suppliers but the high cost of land in this
province is the main driver of higher building costs (Madell, 2024). Landowners who sell their
property to RPD’s can be viewed as suppliers of land, and due to the shortage of land in
Gauteng, these landowners seem to have a great deal of bargaining power over RPDs.

Innovation: There is a lack of property research in South Africa, as most of this research
at South African universities is conducted in the construction management and/or quantity
surveying domains, located in engineering faculties (Madell, 2024). Thus, there is little
research on the property market undertaken from a business/management perspective.
Unique solutions driven by innovation are needed for Gauteng’s housing challenges, but
innovation in the RPD sector is passive (Cronje, 2017). This force seemingly speaks to the
nature of rivalry in the housing market in Gauteng.

Overcoming the Environmental Challenges

This section details how organisations can overcome external environmental challenges by
formulating, implementing and managing strategies from within.

Strategy

An organisations’ strategy is crucial in determining whether it can overcome environmental
challenges. Strategy spells out why the organisation matters in the market and how it will
deliver a product or service (Gamble, et al., 2019). Strategy in the RPD sector allows
companies to be clear on the customer segment they are serving and the resources and
capabilities they need to serve that segment (Cronje, 2017).

Resources and Capabilities

Resource-based theory contends that possessing strategic resources provides an
organisation with the opportunity to overcome the challenges posed by the environment
(GPfeffer & Salancik, 2015). A strategic resource is rare, valuable, difficult to imitate, non-
substitutable, and controlled by the organisation (Gamble, et al., 2019). This could comprise
tangible resources such as equipment, financial reserves and creditworthiness or it could be
intangible such as a well-known brand name. A key resource in the RPD market is
creditworthiness, this allows RPDs to leverage financial institutions to finance their projects
(Cronje, 2017).

Capabilities refer to an organisation’s capacity to successfully perform a specific activity
related to their business (Cronje, 2017). Such capabilities can stem from the company’s
resources, such as the ability to use financial reserves efficiently in the development of
properties. Ndege and Park (2015) argue that strategies which are formulated based on a
valid set of resources and capabilities help organisations overcome certain obstacles in the
market that competitors cannot.

RESEARCH METHODS AND DESIGN

This study aimed to explore the challenges faced by RPDs in Gauteng and how these
challenges impact upon the decision-making processes of RPDs. To this end, an interpretivist
research philosophy was adopted, as Interpretivism assumes that knowledge is created and
understood within a social context with shared assumptions. Researchers interpret and make
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sense of the socially constructed assumptions expressed within the context being studied
(Saunders, Lewis & Thornhill, 2016). These social contexts need to be understood at a
deeper level for them to have future predictive value (Bryman & Bell, 2017). Researchers
don’t strive to re-create an exact replica of reality, but offer an interpretive depiction of what is
being studied (Charmaz, 2014). Interpretive research also focusses on the individual rather
than collective responses and therefore allows respondents to provide detailed answers that
express both meanings and emotions (Bryman & Bell, 2017).

A qualitative research approach is followed in this study. Qualitative research focusses on
retaining rich meaning when interpreting data, thereby gaining detailed insights into a specific
context or phenomenon (Merriam & Tisdell, 2015). It attempts to preserve the ‘voice’ or
perspective of participants in an attempt to depict the context being investigated (Merriam &
Tisdell, 2015). As this study aimed to engage with RPDs in Gauteng on challenges they face
in executing their business strategies, a qualitative approach enabled the research to
incorporate the participating RPDs’ experiences of their own world in the form of detailed
descriptions, experiences, feelings and perceptions. Furthermore, the study also pursued a
qualitative survey design utilising semi-structured interviews. This design is suited to gain
insights into people’s subjective experiences and motivations (Busetto, Wick & Gumbinger,
2020). As this study was interested in the views and experiences of RPD’s in Gauteng, this
was deemed an appropriate design.

The research population for this study consisted of RPDs in Gauteng. This includes
developers of affordable-, medium cost- and stack housing as well as golf and lifestyle
estates. Potential research participants in these RPD’s were those individuals with decision
making positions, and who were directly involved in the plans and strategy of the business.
As the study followed a qualitative approach, non-probability sampling, and in particular
purposive sampling, was employed (Merriam & Tisdell, 2015). Semi-structured interviews
were conducted with 15 executive and senior managers. These individuals have similar
characteristics, in that they occupy decision making positions in their companies, and are
therefore responsible for formulating, or contributing to, the key business strategies ofs in the
RPD company business. With the first ten interviews, relevant and new themes emerged,
whilst interview 11 to 14 produced minimal new data. Interview 15 confirmed that no new
data was forthcoming, and hence data saturation had been reached (Saunders, Lewis &
Thornhill, 2016).

Data were analysed by following a process of Directed Qualitative Content Analysis
proposed by Kibiswa (2019). This process involves five steps:

Step 1: This involves ‘reading and contemplating theory’, which comprises identifying
themes and sub-themes within the literature the researcher intends verifying or exploring.

Step 2: Coding. This involves developing an operational coding frame by clumping chunks
of data together where the latent or manifested content was identical. These clumps of data
are then ascribed labels, thereby elevating them into definite codes.

Step 3: The development of categories. Connections are sought between developed
codes, and the codes themselves are re-examined and reduced into discernible categories,
with sub-categories.

Step 4: Creating themes by combining the numerous interrelated categories to let an
essential narrative to emerge.

Step 5: Interpreting the analysed data and drawing conclusions. Here the intention is to go
beyond the obvious interpretation because the development of themes allows for expression
of underlying meaning and drawing in-depth conclusions from the information

Ethical clearance for this study was obtained from the Business Management Research
Ethics Committee (BMREC) at the University of Johannesburg, before the interviews
commenced. The securing of signed consent forms from research participants, as well as

10
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permission letters from their companies, was a core requirement in obtaining ethical
clearance. Research participants were informed that their identity would remain anonymous
and neither their names nor those of their companies would be used in the presentation of
collected data. The participants were informed that they could withdraw from the study at any
time without any reason for doing so being required from them.

PRESENTATION OF FINDINGS, ANALYSIS AND INTERPRETATION OF DATA

As stated, the 15 research participants comprised people in executive positions within
RPD’s. Research respondents’ experience in RPD sector ranged from four years to 23 years,
with an average of 12,67 years’ experience. To ensure the anonymity of participants, names
were replaced with pseudonyms consisting of the word “Developer” and a number. These
pseudonyms ranged from ‘Developer 1’ to ‘Developer 15’.

The coding of the transcribed interviews resulted in 87 codes. With further refinement and
analysis, this was reduced to eight categories and four sub-categories based on recurring
statements, from which a total of five themes emerged based which served as the basis for
an essential narrative for the findings resultant from the study. The five themes are:

Theme 1: Understanding the Gauteng RPD market.

Theme 2: Challenges experienced in the development of residential property in Gauteng.

Theme 3. Understanding primary strategy development linked to core resources and
capabilities.

Theme 4: Resources and capabilities that contribute to the success of the RPDs strategy.

Theme 5: Suggestions to overcome various challenges from the business environment.

These will now be discussed in turn. In the interest of brevity, minimal quotes from
interviews are provided. However, more evidence is available upon request from the authors

Theme 1: Understanding the Gauteng RPD market.

This theme detailed the factors that make Gauteng appealing for RPDs, thus making them
keen to develop housing projects in the province. Participants outlined the importance of
having in depth knowledge of various aspects of Gauteng.

Two factors that make Gauteng appealing is the high population and its continued growth
through migration. This is in line with Statistics South Africa’s (2020) predictions that Gauteng
will receive an inflow of 1 553 162 migrants between 2016 and 2021. As more people come
to Gauteng, access to housing is seen as a major gap that RPDs can fill. It is important for
RPDs to have a very clear view of the exact customer they are building a product for.
Customers in Gauteng are diverse, from students to small families or retirees, all with varying
needs which RPDs have to develop the right product for. This view is mirrored by Cronje
(2017), who stated that customers consider lifestyle as paramount. The greatest shortage of
housing seemingly occurs in the medium to low-income segments, as these are the socio-
economic levels occupied by most of the people coming to Gauteng, which is in line with the
findings of Ngobeni (2014).

Gauteng is regarded as the epicentre of the South African economy, and although the
South African economy has experienced sluggish growth for some years, there are
organisations who have their headquarters or large plants in Gauteng, such as Ford and
BMW. These organisations continue to make large scale additions and improvements to their
flagship infrastructure in Gauteng. This seems to be an indication that organisations see a
long-term economic future in the province, and is also indicative of Gauteng being more
economically resilient than the rest of South Africa. This seems in line with Nhamo et al.’s
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(2021) view of Gauteng having an extensive urban built environment and supporting
infrastructure which makes it more economically resilient in the long term compared to lesser
developed provinces in South Africa. Gauteng also seems to have the largest concentration
of the funds available in South Africa, which echoes Lappeman’s (et al.,2021), assertions that
44% of the ‘“Top Million’ households in South Africa are located in Gauteng.

It seems as though the search for developable land in Gauteng is unique compared to
other areas in South Africa, as town planning is highly fragmented, and many communities
are situated far from economic centres. This is especially true of the lower income
communities. These sentiments seem to echo the findings of Todes & Turok (2018).

The following table contains interview extracts/quotes from participants in support of the
claims above.

Developer 12: “Gauteng as a city region attracts migration from other provinces and
even from outside the borders of the country, attracting people from the southern region of
Africa. You have population growth that is stimulated by work and economic opportunities
and therefore it makes our business want to tap into the market. One would preferably be
at the epicenter center of where economic opportunities are found to address the
immediate need of housing. The low-income groups and that the opportunities for them
are probably a little bit different from the middle and upper income or even the higher end
income market.”

Developer 7: “Gauteng is different from the rest of the provinces in the country, there is
a higher concentration of upper middle class and affluent households here. So even
though majority of the demand for housing units is there by the lower and middle-income
market, in this province you will still have a good demand for higher income
developments... this is just because of the higher concentration of money here, there are
always new business nodes and lifestyle estates popping up all over here. So, if you
understand the market trends well there is still great opportunity in the high-income
segment.”

Developer 3: “... you have an issue which was created by the apartheid spatial
planning and the opportunities that are available now is to disrupt the spatial planning
where there are pockets of opportunities.”

Developer 10: “Economically; Gauteng will be on top of all the provinces in the country
for a long time to come... There has been money put into infrastructure here over a long
period of time. | don’t think the other provinces will reach the scale of infrastructure that we
have here anytime soon... Big infrastructure like this gives us more options to build
residential.”

“@

Theme 2: Challenges Experienced in the Development of Residential Property in Gauteng

This theme provides a description of the challenges that RPDs experience in their external
environment. Identifying these challenges facilitates determining solutions to overcome them.
There is dissatisfaction with how local government handles their duties with respect to being
the authorities and regulators in Gauteng. Participants view Gauteng municipalities as not
geared to implement the services they are mandated to provide. Zoning regulations, building
plan approvals, rates and taxes, as well as connection to municipal services, were cited as
some of the challenges stemming specifically from municipalities. The observations are in
line with the findings of Cronje (2017) as well as Cheruiyot and Ramantswana (2023).

Participants noted that because land and housing are politically polarising topics in South
Africa, many of their challenges a political context of some sort. Political instability in
municipal councils is seen as causing dysfunctionalities in Gauteng municipalities. This is in
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line with the views of Mutheiwana (2021) who observed that constant changes in municipal
councils led to instability and ineffective functioning. This dysfunctionality has also given ride
to descent, which has led to land invasions as some residents feel that the issue of land
rights has not been dealt with adequately by government and take matter in their own hands
through illegal occupation of land, a sentiment also echoed by Mpofu (2017). This practice
has added a layer of volatility to the RPDs’ land investments, making Gauteng less desirable
from an investment perspective. Furthermore, so-called ‘construction mafias’ also present a
problem. These are groupings who threaten the worker and demand developers to use their
construction services.

Participants view the country’s economy as growing slowly over the past couple of years,
and believe it is in an economic downturn since 2022, with negatively affects the property
market. This is in line with Marias and Cloete (2015), who found that RPDs face the
challenge of a population who need their product but fewer are able to afford it. The situation
is further exacerbated by the scarcity of land in Gauteng, which makes it costly. Furthermore,
land that is available is underdeveloped and lacks basic infrastructure, a sentiment
underscored by Todes and Turok (2018).

Many participants feel that a lack of innovative building processes and practices impede
efficiency. Traditional ‘brick and cement’ type processes and practices are more expensive
and more time consuming, and makes building low-cost housing less viable for RPDs. This is
in line with Cronje’s (2017) conclusion of solving Gauteng’s unique housing challenges by
implementing innovative processes which reduce time and funds needed to complete
projects. The lack of innovation also applies to building compliance, as building plans are still
submitted on hard copy to municipalities and regulatory authorities.

Participants mentioned that Gauteng’s massive urban sprawl is problematic, as land far
from urban centres is less desirable. People want to be close to amenities and community
resources such as schools, parks, offices and shopping centres. Urban sprawl also has an
environmental impact, as it not only destroys the natural environment, but increases a city’s
carbon footprint, as people are car dependent or overburdening public transport, which was
also observed by Ballard, et al. (2021).

Participants view sustainable building practices as more expensive than conventional
ones. ‘Certified green’ buildings are either not as readily available or are more expensive
than conventional ones. They also require additional fittings make the cost of construction to
undesirably high, an observation also noted by Aigbavboa, Ohiomah and Zwane (2017).
Other sustainable practices, such as the disposal of construction waste, also seems
challenging as complying with these practices is costly, and there is also a sentiment that
South Africa is not necessarily geared for dealing with construction waste in a sustainable
way

Participants noted that associated with an underperforming economy, infrastructure
projects have diminished, and construction companies who have traditionally operated in this
space are now venturing into the RPD industry as a strategy to survive. These companies
see housing as ‘low hanging fruit’, an opportunity to balance their books in the short term.
These companies are seen as a threat to small and medium RPDs who cannot compete with
them.

Participants stated obtaining the necessary funding is crucial for easing the housing
backlog in Gauteng, and the backing of financial institutions is pivotal. This is a substantial
barrier to entry for new RPD ventures. These entry barriers are further compounded by the
general high price of construction in Gauteng, and the cost of building bulk services.
Participants further observed that obtaining the necessary funding is an arduous process,
often met with scepticism, especially in the wake of the 2008 financial crises.
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The following table contains excerpts from the interviews with participants to support the
claims above.

Developer 13: “The primary land which are close to schools, shopping malls, hospitals
and other attractive amenities are usually already taken which makes it challenging to go
out and find new land for developments.”

Developer 10: “In terms of the economy, we’re not doing very well right now, the world
economy isn’t in great shape and the country’s economy hasn’t been doing well for some
time now.... during this period as a developer you can’t really go speculating where the
next suburbs or nodes are going to be because these types of new communities are
expensive and grow in relation to economic growth.”

Developer 10: “Think about it, if they don’t have confidence in the property sector and
they’re not lending us money to build that same risk averse policy applies to our
customers.... so we don’t have funds to build and our customers aren’t getting funds to
buy also... That’s how a system collapses....”

Developer 8: “Traditional brick and cement building processes are still being used even
when we need to be building large quantities of low-cost housing for what you can say is
the low-income segment of the market, should we not be looking into pre-fabrication of
standardised low-cost units that can be completed within a couple of days, that’s the type
of technology the Chinese are using.”

Developer 8: “...keeping the site going can be a problem... It can be so expensive just
to clear your site, because there aren’t enough dumping sites for us. You'll end up paying
to dump somewhere else.”

Developer 8: “Ja, it’s almost impossible to get money to build out of the banks these
days, even when you’re registered with then... you'll be registered as a property developer
with them and have a decent track record and they’ll still give you a hard time.”

Developer 2: “For example how are they allowing more luxury apartment developments
in a place like Midrand..... there are companies building units by the hundreds of
thousands there. Clearly, they are not building that for the locals, these big companies are
only looking at their share-price.... and they are being allowed to operate that way while
there is a serious shortage of housing for middle- and lower-income earners. Clearly that is
not a pocket that’s in need of products like that.”

Theme 3: Understanding Primary Strategy Development Linked to Core Resources and
Capabilities.

Participants stated the importance of formulating a strategy that allows a coherent fit
between company resources and capabilities on the one hand, and its external environment
on the other. They stressed that their strategy formulation is an interactive process of internal
analysis complemented by external analysis, and reiterated that thorough internal analysis is
needed for successful strategy formulation. This view is echoed by Rothaermel (2016),
stating that if a firm wished to overcome external environmental challenges, managers must
understand the firm’s internal resources and capabilities as well as the threats that present
themselves in the firm’s external environment. Participants also specified that RPDs must
have a thorough understanding of their resources and capabilities, which includes knowing
what the firm is not capable of.

Participants concurred that RPD’s core activity is the full ‘turnkey’ undertaking of producing
a development, from identifying the need all the way to selling or rental of the housing units.
This is indicative of understanding their business model. This ties in with participants’ views
that vision and mission are key in creating a focused strategy in their organisation.
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The following table contains interview extracts/quotes from participants in support of the
claims above.

Developer 5: “...an internal analysis of your organisations overall abilities is always
where one has to start. The business of property development is not easy, so you need a
lot of resources before you dive into certain projects.”

Developer 5: “...in communicating with our employees we like to almost merge our
mission and objectives to simply communicate [create] one overarching concise
organisational strategy... It makes it easier to understand... it is more focused.”

Developer 6: “..we are not real estate agents, we are not a construction company
either, although those things are part of our key activities in our business model. We are in
the business of creating great living environments for people... Notice | said create not
build, because as the developer you do everything from conceptualisation till you hand
over the keys for people to move in.”

Developer 9: “Housing is so broad, it's easy to chase what's popular, we always
remember that all segments have their challenges, even the popular ones... so sticking to
a simple vision and a simple strategy that we know very well is important.”

Theme 4: Resources and Capabilities that Contribute to the Success of the RPDs strategy.

Participants pointed out certain resources and capabilities integral in overcoming
environmental challenges. Partnerships, finances, skills and business processes emerged as
the most pertinent resources and capabilities needed to overcome environmental challenges.
Partnerships were seen as one of the most important resources for RPD, thereby building a
network of partners with expertise that are available to RPDs, even if these experts are not
in-house. The most crucial of these partnerships seems to be with financial institutions,
construction companies, real estate agencies, commercial developers and educational
institutions. Participants mentioned construction itself is riddled with costly delays, and good
cash flow is important. The importance of keeping cash reserves was stressed to survive
periods of construction delays, slower than expected sales periods and prolonged loan
repayment periods.

Being engaged with stakeholders, and especially the local community, is also seen as a
crucial partnership. Such stakeholder engagement and social responsibility aligns RPDs with
the larger community, and enables them informal channels of communication, and influence,
with local municipalities. Developers cited instances where partnerships led to the acquisition
of disused land, or gaining access to Dolomite scans. Participants credited their employees
as integral in their success, and cited design, construction, marketing and sales skills as an
important component of their human capital. The skills people possess are also seen as core
value generators. Efficient and robust business processes are also seen as integral in
overcoming challenges from the business environment.

The following table contains excerpts from the interviews with participants to support the
claims above.

Developer 10: “...the most important partnership in your network as a developer is with
your financial institution, we develop some big buildings, therefore we need massive loan
financing from the banks.”

Developer 2: “The main thing in this business is that you have to have a good balance
sheet and you have to have good cash flow in order to successfully complete any project,
and you need to have large cash reserves as well to get through the delays that may come
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along the way.”

Developer 15: “There’s no single way to deal with the municipalities, so we create some
structure behind it ourselves...”

Developer 7: “You need to constantly research the needs of people cause these needs
change constantly. You are going to have to give the level of product that someone wants
to buy now to do that you need to listen a little bit so when you are actually walking around
and someone starts to ask ‘where is the aircon?’” and things like that, that is a feedback
loop that you should always have...”

Theme 5: Suggestions to Overcome Various Challenges from the Business Environment

Theme 5 investigated what could be done to deal with environmental challenges, and
employed the logic is that if RPDs have certain resources and capabilities, they will devise
strategies geared towards dealing with the environmental challenges. Participants stated that
in bad economic times, RPDs must avoid speculative building practices, but should rather be
financially conscious by only building when and where there exists an explicit and
measurable need. Furthermore, it was stated that RPDs should be looking to keep a healthy
balance sheet during economic downturns, and should not be looking to take out new long-
term debt financing from banks. Participants saw refurbishment and conversion of buildings
as safer business models to follow during economic downturns. This is in line with Marais
and Cloete’s (2015) finding that the role of RPDs change during periods of economic
downturn, as they seek new business models due to developments being less profitable
during these times

Participants concurred that RPDs should use their partnerships as citizens of the
community to tackle community-based problems such as dealing with construction mafias, as
these are often opportunistic criminals claiming to represent the community. It was also felt
that opportunities do exist to tap into in the low-income segment, by maximizing the use of
property and in so doing generating greater property yields through building smaller units
which have communal spaces. Customers in this low-income segment tend to be less
demanding, are more price-sensitive, and have very basic expectations from a home.

Participants felt that RPDs should have an innovative mindset. Such a mindset could add
greater customer value to the project, especially in terms of the finishings of the individual
units built, or amenities of the developments. Part of this innovative mindset, participants
reflected, is that RPDs should build partnerships with commercial developers to build mixed
use developments, thereby not only taking advantage of commercial developers’ economies
of scale, but also reigning in urban sprawl.

The following table contains interview extracts/quotes from participants' in support of the
claims above.

Developer 9: “in terms of the dolomite problem for example we are coming together
with other RPDs to create consortiums, we can then go on and together we can fund
dolomitic scans, because they are quite expensive. Once that’s done, we can collectively
embark on a housing development... The developments would have to be at a big enough
scale for us to recoup the money we put into the scanning for dolomite”.

Developer 14: “Always look to add a few aspirational elements to your development. It's
not good enough to just build a house. You're always selling a lifestyle. Even now in our
low-income developments now, we’re adding things like clubhouses with swimming pools.
In the short term, it’s a bit more costly to build, but it makes our product offering far more
attractive to customers in the long term. Buyers and tenants are scrambling for those
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units.”

Developer 2: “You have to collaborate, there is no way you’ll make some of these
changes by yourself, especially at a macro-level. You need some muscle in order to shift
the environment in your favour.”

CONCLUSIONS AND RECOMMENDATIONS FORTHCOMING FROM THE STUDY

Gauteng is the economic hub of South Africa and is attracting an influx of people to the
province due to economic opportunities. This creates a big need for housing in Gauteng. As
government is not geared to meet this need alone, RPDs are integral in providing for this
need. However, RPDs experience many challenges in developing residential property in
Gauteng. These challenges stem from the industry environment as well as the macro
environment in which RPDs operate. These challenges include the lack of structural support
from national and local government to create a framework of regulations that are efficiently
executed. If such a framework exists, it would create a conducive environment for RPDs to
operate in. Internally, RPDs need to find ways of innovating their business processes and
fostering strong partnerships with various stakeholders. This will enable the provision of
housing which caters to a wider audience, thereby addressing the needs of a broader
spectrum of the housing market.

Political instability in municipalities is linked to dysfunctional municipalities and descent in
communities. Municipalities are not leading the way in supporting the development of
housing in the province. Rezoning, building approvals, and water and electricity connections
require time frames that are unacceptably long. Irregular building practices in townships has
led to the creation of an informal economy, called the ‘second economy’. This informal
economy does not follow regulations that the formal economy does, building at cheaper
costs, and thus making investment risk high for RPDs in townships.

As Gauteng is a small but densely populated province, land is scarce, and geologically
somewhat unstable due to mining activities and the presence of Dolomite rock. Gauteng is
therefore an expensive province to build in compared to the rest of South Africa. High levels
of urban sprawl also negatively impacts upon the natural environment, and results in the
establishment of far off, outlying communities.

Slow growth in the economy is has contributed to fewer people being able to afford
housing, This, coupled with financial institutions losing confidence in the housing industry, are
indicative of a somewhat declining housing market. However, one would have to
disaggregate the market, as all indications are that this trend is more prominent amongst
lower income households.

Certain capabilities are regarded as essential for RPDs to overcome business
environmental challenges, and partnerships emerged as critically essential. This shows that
the property development industry is reliant on networks, operating as a close community of
role players contributing to provide housing to people. As such, each role player in this
network is important. The success — or failure — of one role player affects all the other role
players.

Theory and knowledge possessed by RPDs and their employees is a significant capability
that lies at the heart of successful strategy execution for RPD’s. Therefore, skills transfer
should be prioritised to ensure that these capabilities are not lost over time. As robust
business processes are viewed as crucial in overcoming business environmental challenges,
it would be fair to assume that standard operating procedures dominate the operations of
RPDs, not only internally, but also in their interaction with local authorities.

In terms of solutions to overcome environmental challenges, it seems as though RPD’s
follow low risk, conservative approaches, such as avoiding speculative building strategies
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during economic downturns, effectively leveraging the advantages of partnerships through
joining relevant associations, and implementing simple innovations to gain greater yields
from developments. RPD’s should also maintain regular communication and effective
communication channels with their communities. This will increase true involvement of these
communities in the economic opportunities presented by development projects. Such an
inclusive approach will delegitimise construction mafias and limit their influence and power.

RPDs can pursue new opportunities, such as the refurbishment of old buildings, to develop
new products or by adding greater customer value to existing projects by providing certain
luxury or aspirational elements which would not normally exist in a specific segment. RPDs
could also leverage their partnerships with commercial developers to build mixed-use
developments to reign in urban sprawl. RPDs can also extract greater yields in the lower-
income segment by buying cheaper land in urban townships and building smaller units which
have shared communal spaces, as these customers are more price sensitive than product
sensitive. For middle and upper-income segments RPDs could extract better yields by
reducing the size of stands while building the same sized housing units. Customers in this
segment are product sensitive, but as cities become denser, they seem to be sensitive to
land sizes.

Many of the challenges highlighted in this study impacting upon RPD’s are not necessarily
issues which are easily overcome by individual RPD. Policy makers need to take cognisance
of these challenges, and together with RPD’s formulate a framework for dealing with these
challenges. Such a framework should include how RDP’s can establish collaborative
networks, how to improve structural support from local and national authorities, how to
regulate building practices better, and how to deal with construction mafias.

The study also offers financiers of housing developments some insights into the issues
RPD'’s grapple with on a daily basis as they go about their business. This can help financiers
determine the risk profile of individual RPD’s, and in so doing, provide financiers with better
information to base their decisions on when evaluating finance applications from RPD’s.
Understanding the demands and challenges RPD’s face, as well as their individual needs,
can also put financiers in the position to bring parties together to pursue opportunities in the
housing market, thus facilitating collaboration.

From an educational perspective, this study offers insights into how strategy can play out
on ‘ground level', and allows scholars some insights into the day-to-day challenges that
impede strategy execution. Strategic management literature abounds with views on the
difficulty of successful strategy implementation, and this study reflects that, but affords real-
world practical insights from the lived experience of property developers.

LIMITATIONS OF THE STUDY

The research specifically focused on RPDs, therefore, ignoring the views of other kinds of
property developers such as commercial and industrial developers. The research is
specifically focused on Gauteng province, therefore not considering the views of developers
from other provinces.

AREAS FOR FUTURE RESEARCH

Following from the limitations of the stud, this study could be extended to other provinces
in South Africa to develop a national picture. The study uncovered that the housing shortage
is a small part of a larger urban development deficit in Gauteng, and as such, future research
could be undertaken from the perspective of different role players, such as commercial,
industrial and retail developers.
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CONCLUDING REMARKS

In an attempt to effectively address the challenges faced by RPDs in Gauteng, the study
has achieved its primary objective of understanding the dynamics of strategic challenges
faced by RPDs in Gauteng in order to ensure effective housing provision in the province. The
findings resultant from this study offer a base from which RPDs can strive to overcome
strategic challenges arising from the business environment in Gauteng. It may also be of
value to other RPDs operating outside of Gauteng.
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