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Executive Summary
September has produced a more complex South African operating environment in which political transition,
institutional accountability, social instability, criminality, economic weakness and shifting geopolitical relationships
are increasingly intersecting. No single development currently constitutes a systemic political shock; the greater risk
lies in the interaction between these pressures and the capacity of state institutions to manage them.
The immediate political horizon remains the 4 November 2026 Local Government Elections (LGE). The electoral
process has entered its final phase. For business, however, the more consequential question begins after polling day:
whether municipalities will have the political coherence, financial capacity and institutional capability to sustain
service delivery, procurement and infrastructure programmes.
The socio-economic recovery remains uneven. Real GDP contracted by 0.2% quarter-on-quarter in Q2 2026, ending
six consecutive quarters of expansion, with mining, manufacturing and trade contracting while household
consumption remained comparatively resilient. The divergence between modest private-sector expansion and
continued manufacturing weakness points to a recovery that remains fragile.
The 21 October Medium-Term Budget Policy Statement (MTBPS) will be a critical near-term economic watchpoint. Its
signals on growth, expenditure, debt sustainability, infrastructure and fiscal space will be important in assessing
South Africa's economic health and the credibility of the medium-term policy framework.
The social and security environment deteriorated during September. The discovery of multiple women's bodies in
Ekurhuleni, followed by mass shootings in Wedela and Lwandle, intensified concern over violent crime and criminal-
justice capacity. President Ramaphosa's 29 September address placed gender-based violence and femicide firmly
back on the national agenda.
The Madlanga Commission and Parliamentary Ad Hoc Committee on Lieutenant-General Nhlanhla Mkhwanazi's
allegations remain important institutional watchpoints. Their significance for business lies in whether the processes
produce reforms affecting policing, intelligence, organised-crime investigations, procurement and accountability.



The 30 September anti-illegal-immigration mobilisation passed relatively calmly. There were no major incidents in
the principal metropolitan areas and the mobilisation did not replicate the scale of 30 June. However, the expiry of
the activist deadline did not resolve the underlying issue. Pressure on government to demonstrate greater control
over undocumented immigration remains, with migration continuing to intersect with wider concerns over
unemployment, crime, public services and state capacity.
Infrastructure remains central to the economic outlook. New Development Bank financing, water-sector partnerships
and Cabinet's support for the separation of the Transnet National Ports Authority point to continued efforts to unlock
infrastructure investment and improve logistics.
South Africa's external economic strategy is becoming more diversified. The BRICS Summit in India reinforced
engagement around trade, investment, critical minerals, infrastructure and technology. The opening of China's
market to South African cherries, alongside preferential tariff arrangements for qualifying products, provides a
concrete example of diplomatic engagement translating into commercial market access.
South Africa-US relations have nevertheless become more difficult. New US visa restrictions and continuing
diplomatic friction increase uncertainty for businesses with US exposure. Diversification towards China, India, BRICS
and other markets can broaden South Africa's economic options, but does not automatically substitute for
established Western relationships.
The overall corporate signal is therefore not a single systemic political or economic shock, but the convergence of
several risk streams: municipal transition, institutional weakness, violent crime, social mobilisation, economic fragility
and geopolitical friction.
For business, the priority is to distinguish political noise from developments that materially affect continuity,
investment, regulation, stakeholder relationships and strategic positioning.

The country is now in the final phase before the 4
November LGE. The IEC has finalised the candidate lists,
held the electoral code of conduct signing ceremony on 23
September and issued candidate certificates on 25
September. Applications for special votes opened on 21
September and close on 12 October, with special voting
scheduled for 2-3 November.
The more consequential question for business, however,
begins after polling day. The possibility of fragmented
electoral outcomes means that some municipalities may
require coalition negotiations or other forms of political
accommodation. This could affect the composition of
municipal administrations, procurement decisions,
infrastructure priorities and relationships with private-
sector service providers.

POLITICAL ENVIRONMENT
ELECTIONS AND THE LOCAL GOVERNMENT TEST

Business implication
For companies with significant municipal exposure, municipality-specific political intelligence will become more
important than national political analysis alone.
The key variables will include coalition formation and stability; appointment and continuity of municipal leadership;
procurement and tendering; electricity and water reliability; municipal debt and payment performance;
infrastructure maintenance; relationships with organised business and communities; and protest and service-
delivery mobilisation.
The November election should therefore be viewed as the beginning of a new municipal political cycle rather than
the conclusion of the current one.

Cabinet has recognised that electoral readiness cannot be separated from municipal functionality. Its Municipal
Performance Turnaround Strategy has expanded from 10 to 38 municipalities, with a focus on financial viability,
governance, service delivery, audit outcomes and institutional capacity.

SOCIAL ENVIRONMENT: MIGRATION AND POST-30 SEPTEMBER OUTLOOK
The 30 September deadline set by the March and March movement came and went without the level of disruption
that had been anticipated in the lead-up to the mobilisation. While demonstrations took place in a number of areas,
the day remained relatively calm, with no major incidents reported in the country's principal metropolitan centres.
The mobilisation did not, therefore, translate into the kind of widespread disruption or national escalation witnessed
during the 30 June protests.
Importantly, the 30 September deadline was an activist movement's deadline and had no legal standing. It did not
constitute a government directive requiring undocumented migrants to leave South Africa. Its significance lay
instead in what it represented: the culmination of a sustained campaign in which undocumented immigration had
increasingly become a vehicle for expressing wider frustrations around unemployment, crime, pressure on public
services, economic exclusion and perceptions of weak state capacity.



The relatively calm passage of 30 September nevertheless
did not resolve the underlying political issue. Pressure on
government to demonstrate greater control over
undocumented immigration remained in place. The
movement had succeeded in keeping the issue in the
public and political discourse through sustained
mobilisation, social-media activity and regular
demonstrations, even where its ability to mobilise at
national scale appeared constrained by internal tensions
and organisational divisions.

Business implication
For businesses, the relatively calm passage of 30 September reduced the immediate risk of large-scale disruption
associated with the deadline itself. However, the broader operating environment remained sensitive.
Companies employing foreign nationals, operating in areas with significant migrant communities, or dependent on
informal and small-business supply chains continued to face potential exposure to:

renewed protest mobilisation or locally organised demonstrations;
social-media campaigns targeting particular businesses or employers;
disruption around transport nodes, informal trading areas and commercial centres;
xenophobic incidents or community tensions;
pressure on businesses perceived to employ undocumented foreign nationals; and
short-notice disruptions arising from renewed mobilisation.

The principal strategic issue was therefore not whether the deadline had been fulfilled, but whether the underlying
migration grievance would continue to generate political and social pressure.

The immediate question consequently shifted from whether the 30 September deadline would trigger widespread
disruption to whether the movement could sustain pressure beyond the deadline. Its future mobilisation capacity
remained uncertain, particularly given the reported tensions among elements of its leadership. However, the
underlying grievances that had fuelled the campaign were broader than the movement itself and were unlikely to
disappear simply because the deadline had expired.
For government, this meant that the conclusion of the 30 September mobilisation did not represent the conclusion of
the migration challenge. The issue continued to require visible action around immigration enforcement, border
management, documentation, the deportation of persons without a lawful basis to remain in the country, and the
management of tensions within communities affected by migration. At the same time, government faced the
challenge of addressing legitimate concerns about state capacity without allowing migration to become a source of
xenophobic mobilisation or vigilante activity.

The criminal justice system has emerged as one of the defining
institutional issues of 2026.
The Madlanga Commission of Inquiry into Criminality, Political
Interference and Corruption in the Criminal Justice System
marked one year of hearings in September. The Commission has
examined allegations concerning criminal infiltration and
institutional weaknesses across policing, intelligence, prosecution
and related law-enforcement structures.

CRIMINAL JUSTICE AND INSTITUTIONAL INTEGRITY

Its hearings resumed in September with evidence concerning the Johannesburg Metropolitan Police Department and
other aspects of the criminal justice system. On 17 September, Commission Chair Justice Mbuyiseli Madlanga said
that while definitive findings would await the final report, the evidence emerging from the inquiry indicated serious
criminality within the criminal justice system.
The Commission's final reporting deadline has now been extended to 25 January 2027, allowing additional evidence
and expert testimony to be processed.
This extension is significant. It means that the Commission will remain a major feature of South Africa's political and
institutional landscape well beyond the LGE.

Parliament's Ad Hoc Committee
Parliament's Ad Hoc Committee investigating allegations made by KwaZulu-Natal Police Commissioner Lieutenant-
General Nhlanhla Mkhwanazi is also still active.
On 16 September, the Committee met to deliberate further on its preliminary draft report. Parliament subsequently
scheduled another deliberation for 30 September 2026. The Committee was granted an extension by the National
Assembly Speaker until 30 October. 
The significance for business lies in the possibility that the Commission and parliamentary process could ultimately
result in recommendations affecting police governance; intelligence structures; prosecutorial capacity; organised-
crime investigations; oversight mechanisms; procurement and accountability; institutional architecture within the
security cluster.



Business implication
The immediate effect is primarily institutional rather than commercial. However, businesses operating in sectors
exposed to organised crime, logistics, mining, construction, security, cash-intensive activity or politically connected
procurement should treat developments in these processes as a medium-term operating-environment issue.
The critical question is whether evidence emerging from the two processes produces institutional reform and
enforcement consequences, rather than simply further political controversy.

September has also brought an acute deterioration in the public-
security narrative.
The discovery of multiple women's bodies in Ekurhuleni since July
generated growing public concern and culminated in President
Ramaphosa's national address on 29 September. By the time of
the address, 11 women's bodies had been found in Ekurhuleni since
July and at least one in Soweto. The President announced an
intensified national response to gender-based violence and
femicide.

Business implication
For business, violent crime should increasingly be viewed as an operational and institutional risk, rather than simply a
public-security issue.
Potential effects include increased private-security expenditure; employee safety concerns; restrictions on operating
hours or locations; disruption around commercial premises; transport and logistics risks; insurance costs;
reputational exposure where businesses operate in high-risk communities; pressure for regulatory intervention in
sectors associated with alcohol, firearms, informal trading or entertainment.
The more significant strategic issue is whether the state can translate public concern into sustained law-
enforcement capability and criminal-justice outcomes.

Infrastructure remains one of the most important areas where
government policy can either improve or constrain the business
environment.
During September, the New Development Bank approved $405
million in financing for South African infrastructure projects:
$200 million for the Limpopo Central Hospital and $205 million
for the Magalies Bulk Water Supply Scheme.
The Water Partnerships Office also continued to develop
mechanisms for private-sector participation in water
infrastructure, including non-revenue water reduction, water
reuse, sanitation and desalination initiatives.

INFRASTRUCTURE AND THE ECONOMIC OPERATING ENVIRONMENT

VIOLENT CRIME, FEMICIDE AND PUBLIC CONFIDENCE

The issue has also acquired a broader institutional dimension. Cabinet supported the President's directive to the
multidisciplinary investigation team to accelerate the investigation and prosecution of those responsible.
The September violence was not confined to gender-based violence.
Two mass shootings over the weekend of 26-27 September resulted in 18 deaths in Wedela on the West Rand and 10
deaths in Lwandle in Cape Town. In Wedela, police were pursuing eight suspects; in Lwandle, a multidisciplinary
investigative team was established.
These incidents occurred against the background of other recent mass shootings, including the KwaMakhutha attack
in KwaZulu-Natal.

The strategic issue remains execution.
South Africa has no shortage of infrastructure announcements, financing commitments or institutional initiatives. The
more meaningful indicator for business is whether projects reach financial close, construction, commissioning and
sustained operation.
This remains particularly important in water, electricity, ports, freight rail, healthcare, municipal infrastructure, and
logistics.

GEOPOLITICS: SA, BRICS AND THE STRATEGIC COMMERCIAL ENVIRONMENT
President Ramaphosa's participation in the 18  BRICS Summit in New Delhi from 12-13 September reinforced South
Africa's positioning within the expanded BRICS grouping and the broader Global South. The Summit focused on trade
and investment, financial and institutional cooperation, infrastructure and reform of global governance. South Africa
also used the BRICS Business Forum and the India-South Africa Business Leadership Roundtable to advance
commercial and investment priorities.

th



The India engagement was particularly relevant to South Africa's
economic diplomacy, with discussions covering trade, critical
minerals, infrastructure, food security, digital technologies, and
electric-vehicle and battery value chains. President Ramaphosa
and Prime Minister Narendra Modi subsequently reaffirmed the
breadth of the bilateral strategic partnership.
More broadly, the significance of South Africa's BRICS
engagement increasingly rests on whether diplomatic
relationships can be translated into tangible economic
outcomes. The expanded BRICS environment provides potential
avenues for investment, infrastructure, technology partnerships,
export diversification and access to new markets, but these
benefits depend on the ability to convert political relationships
and agreements into actual commercial flows.

China: From Strategic Partnership to Commercial Market Access
A significant development in this regard was Cabinet's welcome
of the new market access secured for South African agricultural
exports to China. On 8 September, South Africa signed a protocol
granting local cherry producers access to the Chinese market
for the first time. Cabinet subsequently highlighted the
development as part of the broader effort to expand agricultural
exports and diversify international markets. China imported
approximately 586,900 tonnes of cherries, valued at US$3.3
billion, in 2025. The government expects the new access to
stimulate investment in domestic cherry production and create
approximately 600 jobs.

South Africa's external economic strategy is increasingly characterised by diversification of strategic and
commercial partnerships, particularly across India, China, BRICS, the wider Global South and other emerging
markets.
For corporates, the relevant question is therefore not simply whether BRICS produces geopolitical alignment, but
whether South Africa can convert its external relationships into new export markets and preferential market access;
foreign and domestic investment; infrastructure financing; technology partnerships; critical-mineral value chains;
agricultural and industrial value addition; and expanded productive capacity and employment.
The China cherry protocol provides an early and concrete example of this conversion from diplomatic engagement
to market access to potential investment to production and employment. The strategic significance will ultimately
depend on whether similar arrangements can be extended across a wider range of sectors.

Business implication

The development was particularly significant because it coincided with China's temporary zero-tariff preference
scheme for qualifying South African products, which took effect on 1 May 2026 and is scheduled to operate until April
2028, subject to the applicable rules of origin and other requirements.
The combination of market access and preferential tariff treatment provides a more tangible expression of South
Africa's economic relationship with China. It also demonstrates the potential commercial value of economic
diplomacy when bilateral political relationships result in specific opportunities for producers and exporters.
The cherry agreement should not, however, be viewed in isolation. Negotiations on access for South African
blueberries were already at an advanced stage, while the broader objective remained to expand the range of South
African agricultural and other products able to access the Chinese market.

South Africa-US Relations: A More Difficult Bilateral Environment
Relations between South Africa and the United States
deteriorated further during September, adding another layer of
uncertainty to an already complex external economic
environment.
On 15 September, US Secretary of State Marco Rubio announced
new visa restrictions targeting certain foreign nationals
associated with policies that Washington characterises as
involving racial discrimination, uncompensated land seizures or
incitement of violence. Pretoria rejected the US characterisation
of South African policy, arguing that the measures
misrepresented the country's domestic policy framework.



Foreign Minister Ronald Lamola nevertheless indicated that South Africa remained open to dialogue and recognised
the strategic importance of the bilateral relationship. The dispute subsequently broadened beyond the visa
measures. On 30 September, DIRCO summoned the US ambassador for the third time in nine months, citing concerns
over what it described as undiplomatic conduct.
The deterioration in the political relationship is significant because the United States remains an important partner
for South Africa in trade and investment, financial markets, technology, mining, development cooperation and
broader diplomatic and multilateral relations.

Macroeconomic Environment: Recovery Remains Uneven

Business implication
The immediate commercial effects remain differentiated, but the bilateral relationship warrants close monitoring.
The principal corporate risk is policy uncertainty and the possibility that political tensions could spill over into
economic and sector-specific relationships.
Businesses with substantial US exposure should therefore monitor whether tensions remain confined to diplomatic
exchanges and targeted visa measures or begin affecting trade preferences and market access; US investment
decisions; government-to-government programmes; development and institutional cooperation; technology and
strategic-sector relationships; and sector-specific commercial arrangements.
For South Africa, deeper economic engagement with China, India, BRICS and other markets can provide
diversification and additional commercial opportunities. It should not, however, be interpreted as an automatic
substitute for the US economic relationship. The strategic objective is better understood as broadening South Africa's
external economic options while maintaining commercially important relationships wherever possible.
The current geopolitical environment therefore presents South African business with a dual imperative: manage the
increasing complexity and political risk in established Western relationships while identifying and converting new
commercial opportunities emerging from South Africa's expanding engagement with China, India, BRICS and the
wider Global South.

ECONOMIC UPDATES 

The September economic data reinforce the picture of an economy
that is neither in broad-based recession nor experiencing a
sufficiently strong productive recovery. Real GDP contracted by 0.2%
quarter-on-quarter in Q2 2026, following 0.4% growth in Q1 and
bringing an end to six consecutive quarters of expansion. The
contraction was driven principally by weaknesses in mining,
manufacturing and trade, with mining declining by 3.0%,
manufacturing by 1.8% and trade, catering and accommodation by
1.9%. Household consumption nevertheless increased by 0.4%,
providing some evidence of resilience on the demand side.

The leading indicators point to a similarly uneven picture. The S&P Global PMI edged up to 50.5 in August, indicating
marginal private-sector expansion, but the improvement remained weak. By contrast, the Absa Manufacturing PMI
fell to 45.8, its fourth consecutive monthly decline and its lowest reading of 2026, reflecting subdued domestic
demand, weak consumer confidence and persistent input-cost pressures.
Inflationary pressures have also become more complicated. Headline inflation reached 4.4% in August, after having
accelerated sharply earlier in the year, while renewed fuel-price pressures and elevated services inflation have
increased the risks to the inflation outlook. The South African Reserve Bank responded by raising the policy rate by 25
basis points to 7.25% in September. The SARB now expects inflation to rise above 5% later in 2026 and into early 2027
before moderating, while revising its 2026 growth forecast down to 1.2%.
The 21 October MTBPS will be an important near-term economic signal. The Minister of Finance's statement will
provide a clearer indication of the government's assessment of the growth environment, the trajectory of public
finances, the management of expenditure and debt, and the extent to which infrastructure and structural-reform
commitments can be sustained within fiscal constraints. The signals emerging from the MTBPS will be important in
assessing South Africa's economic health and the credibility of the medium-term policy framework.
Of particular significance will be whether the MTBPS provides evidence of sufficient fiscal space to support
investment and growth while maintaining debt sustainability, and whether government can demonstrate credible
progress on the structural constraints that continue to inhibit productive capacity; particularly in energy, logistics,
infrastructure and the broader investment environment. The fiscal stance will also need to be assessed against the
more difficult monetary environment created by renewed inflationary pressures and higher interest rates.



Theme September Signal Business Relevance Q4 Watchpoint

Local Government
Elections

Final preparations
underway ahead of 4
November

Municipal leadership,
procurement, service
delivery and coalition risk

Election outcomes;
coalition negotiations;
municipal leadership
changes; transition
arrangements

Municipal Reform

Revised White Paper on
Local Government
approved; Municipal
Performance Turnaround
Strategy expanded

Potential changes to
municipal governance,
accountability and
institutional capacity

Implementation
architecture; municipal
turnaround interventions;
post-election transition

Criminal Justice
Madlanga Commission
and Parliamentary Ad Hoc
Committee remain active

Organised crime, policing,
intelligence, procurement
and institutional
confidence

Final hearings;
parliamentary
deliberations;
recommendations;
possible enforcement and
governance
consequences

Violent Crime & GBVF

Ekurhuleni killings and
mass shootings in Wedela
and Lwandle intensified
public-security concerns

Employee safety, private-
security costs, insurance,
operating locations and
community relations

Implementation of
government response;
investigations; policing
capacity; further incidents

Migration & Social
Stability

30 September mobilisation
passed relatively calmly
without major
metropolitan disruption

Public-order, workforce,
logistics and community-
relations risks

Whether March and March
announces a new
mobilisation cycle;
localised protests;
enforcement measures;
xenophobic incidents

Macroeconomy
Q2 GDP contracted 0.2%;
manufacturing, mining
and trade remained weak

Investment, financing
costs, consumer demand
and operating margins

Q3 economic indicators;
inflation; fuel prices;
interest-rate trajectory

Business implication

CORPORATE RISK & WATCHLIST | OCTOBER-DECEMBER 

The economic environment presents a combination of weak productive-sector activity, elevated financing costs,
renewed fuel-price pressure, pockets of consumer resilience, and heightened importance of fiscal policy signals.
This favours differentiated corporate strategies rather than a broad assumption of either recovery or deterioration.
Capital-intensive businesses, manufacturers, miners, logistics operators and fuel-intensive companies remain
particularly exposed to cost pressures and weak productive-sector activity, while businesses linked to consumer
demand may experience comparatively greater resilience.
The immediate strategic watchpoint is the 21 October MTBPS. Its significance will extend beyond the headline fiscal
numbers: the credibility of the government's growth strategy, infrastructure commitments, expenditure priorities and
approach to debt sustainability will provide important signals to businesses and investors about the direction and
resilience of South Africa's economic policy framework.
In this context, the key issue is not simply whether the economy returns to positive quarterly growth, but whether the
recovery becomes sufficiently broad-based and productive to support stronger investment, employment and
business confidence. The MTBPS will be an important indicator of whether the policy environment is moving in that
direction.



MTBPS / Fiscal Policy

Economy remains weak
while fiscal and
infrastructure demands
remain high

Growth outlook, public
spending, infrastructure,
debt and investor
confidence

21 October MTBPS: fiscal
stance, growth
assumptions, debt
trajectory, infrastructure
commitments and
expenditure priorities

Infrastructure

NDB financing, water
partnerships and
infrastructure initiatives
continued

Construction, utilities,
logistics, mining,
manufacturing and
investment

Project execution; financial
close; construction;
private-sector
participation

Ports & Logistics

Cabinet supported TNPA
separation and
consideration of private-
sector participation

Export competitiveness,
mining, manufacturing
and logistics costs

Separation model;
regulatory framework;
financing; implementation
timetable

Water Security

Cabinet elevated
preparations for
anticipated El Niño
conditions

Agriculture, mining,
manufacturing,
municipalities and water-
intensive businesses

Rainfall and reservoir
levels; drought-response
measures; water
restrictions; infrastructure
interventions

BRICS / India

Expanded focus on trade,
infrastructure, critical
minerals, digital
technologies and
industrial cooperation

Export markets,
investment, technology
and strategic supply
chains

Bilateral agreements
moving towards
implementation;
commercial opportunities

China / Commercial
Access

South African cherry
access secured; Chinese
preferential tariff
arrangements broaden
export opportunities

Agriculture, food
processing, logistics,
investment and export
diversification

Additional market-access
protocols; uptake by
exporters; investment in
productive capacity

US Relations
Visa restrictions and
continuing diplomatic
friction

Trade, investment,
technology, mining and
US-linked businesses

Further US measures;
bilateral negotiations;
impact on trade
preferences and
investment

Local Social Risk

Crime, unemployment,
migration and service-
delivery grievances
remain intertwined

Business continuity and
community relations

Localised protests;
community mobilisation;
pressure on critical
infrastructure and
commercial assets
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