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The greatest strategic error is assuming
new systems replace old ones.

South Africa is not moving linearly from physical to
digital, cash to app, or human to Al. New systems are
layered on top of existing ones. South Africans scroll
TikTok while watching broadcast TV; they compare
products via Al but hesitate to let it check out; they use
digital banking but rely on cash.

“The winning organisation will connect mass
reach with local relevance, digital convenience
with human reassurance, and technological
ambition with economic realities.”




> The 5 tests of a three-
year strategic trend

1 Meaningful Scale: Must be visible
= In mass data.
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3 Directional Certainty: The trajectory is
= clear, even if speed varies.

4 Multi-Category Impact: Affects
s commerce broadly, not just one platform.

ponsequential_ Investment:_Demands
= immediate decisions on capital,

Structural Shift capability, or data.
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The 2026-2029 Shifts Matrix

10. Operational Reliability

9. Permission Quality \0\0
" 8. Fraud & Product
2. Economic Geographies o\o\ 5. Hybrid Media

o\b o

7. Hybrid Payments
6. Dual Commerce Systems \o\o

4. Al Discovery vs. Trust

3. Mobile-First Constraints

Strategic Consequence
(Operational to Transformational)

1. Affordability & Polarisation

Confidence in Direction (High to Very High)



THE EVIDENCE
45.8%

Youth Unemployment

32.7% B

Unemployment
(8.1M people)

0.7%

Decade
GDP Growth

South Africais a dual economy. The
market will not move uniformly
cheaper; it will polarise to the
extremes of immediate lowest cost
and visible premium durability.

THE IMPLICATION

Premiu
Immediate Durability/
Outlay Status

Shift 1: Affordability pressure forces
a polarised value architecture.

THE ACTION

Build a three-tier portfolio: o

e Acredible entry point to
lower trial risk.

e A strong core balancing
price/quality.

e A premium proposition
with visible reasons to
pay more.
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Warning: A permanent
| promotion is an admission

of incorrect pricing, not a
value proposition.

I VI T I I I IIIIIIII4

@ © 2026 Bamboo. All Right Reserved.

.....



Shift 2: The ‘South African
consumer’ is a dangerous fiction.

The Evidence
161Min Gauteng

\12 23M

r in KZN
Migration corridor:
1.42M to Gauteng

National averages conceal ground reality. A young demographic in Polokwane,
apensioner in Ggeberha, and a household in Sandton occupy distinct
commercial ecosystems. Only 39 of 257 municipalities boast clean audits.

The Implication & Action

Local Growth Models

Local Growth Models

One National Brand Spine
(Positioning & Assets)

X,

Local Growth Models

>

Move from segmentation to geography plus situation. Map demand at the
corridor level. Maintain one national spine but execute via highly localized

route-to-market systems.
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Shift 3: Mobile-first does not mean uniformly digital.

THE EVIDENCE

82.1%

Mobile Internet Access

17.4%

Fixed Home Access

28%

5G Penetration, heavily urban

High connectivity does not equal high
reliability. 99.5% 4G coverage masks the

reality of prepaid data constraints, shared

devices, and unstable connections.

THE IMPLICATION

Storage Full

THE ACTION

Design for the phone on
the taxi, not the iPhonein
the boardroom.

e Focus on fast load times.

e Save progress for
dropped connections.

 Compress documents.

e Build WhatsApp bridges
(commands 31M
monthly users).

\ / *,
i/ .

VX




Shift 4: Al enters discovery long before

It earns transactional authority.

THE EVIDENCE THE IMPLICATION

77%

use Al for shopping r
(discovery/comparisons) L Al Agent:ICnmpare ]

Al Agent: Shortlist ]
Only |

23% [ Al Agent: Evaluate ]

trust Al for checkout

Human Reassurance Firewall

Customers eagerly use Al to reduce
search effort, but refuse to delegate
control of the transaction.

Al hallucinations breed caution.

[ Transaction ]

THE ACTION

Be machine-readable
but human-accountable.

Structure your product data so Al
agents can parse it accurately.

But ensure human empathy and
accountability remain highly
visible when irreversible financial
commitments are required.
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Shift 5: Media remains mass, but is no longer singular.

THE EVIDENCE

Media Format Weekly Penetration

Social Media 72 %

Broadcast TV

49%

Streaming 21 %

The ‘traditional vs. digital’ debate is dead.
South Africans fluidly mix broadcast television,
TikTok, and streaming. Media is fragmented, and
measurement is shifting to Total Video.

THE IMPLICATION & ACTION

Social Video

One
Distinctive
Memory

Audio Streaming

Assign each medium a specific job. Survive
fragmentation by building ironclad distinctive
brand assets that translate across a 6-second
vertical video and a 30-second TV film alike.



Shift 6: Two massively expanding, parallel commerce systems.

THE EVIDENCE

R130B
VS.
R207B

Informal FMCG, 150,000 stores

E-commerce is approaching 10% of retalil,
while the informal sector serves 11 million
regular shoppers. The two increasingly overlap
via WhatsApp ordering and local delivery.

THE IMPLICATION

Click-to-Door

Walk-to-Corner

THE ACTION

Treat the digital shelf and
the physical shelf as one
availability problem.

Plan for both types of
convenience: the app
order for the time-pressed
suburbanite, and the exact
right pack size at the
corner spaza for the
liquidity-constrained
shopper.
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Shift 7: Payments digitize, but cash refuses to disappear.

THE EVIDENCE THE IMPLICATION THE ACTION

Checkout Payment is a brand

experience, not back-office
plumbing. |

SARB’s Payments Ecosystem
Modernisation and QR+ standard
v1.2 are driving interoperability.

Payment choice is part of

Cash remains the most conversion and trust.
popular payment method. _ _ Design for digital
Interoperable Real-Time Physical : n :
QR / Wallets A2A Cash Register interoperability without

assuming cash will vanish.
Digital wallets surge, but cash

“_ remains deeply entrenched
for budgeting, low-

- connectivity zones, and
~_ informal trade.

Provide transparent fees,
Immediate receipts, and clear
fallbacks for dropped connections.




become product features.

THE EVIDENCE

R1 -4B lost to

digital banking fraud.

64,000 incidents.

37% experienced a

scam (53% originating
on social media).

Consumers are under siege from
Al-generated phishing, voice
cloning, and ghost businesses.
Trust is no longer an abstract
brand health metric;itisa
transactional prerequisite.

THE IMPLICATION
Trust Architecture

Shift 8: Fraud prevention and provenance

THE ACTION

Trust reduces
uncertainty at the
moment of action.

_Architect reassurance
Into every journey.

Implement aggressive
impersonation
response playbooks
for fake profiles and
Al deepfakes.

Keep human
accountability visible.



Shift 9: Permission quality replaces
database size as the true asset.

THE EVIDENCE THE IMPLICATION THE ACTION

 POPIA Enforcement tightens.

e CPA Amendments (April 2026).

e National Opt-Out Registry
(July 2026): R1M or 10%

Shift focus from amassing
records to earning first-
party data through useful
value exchanges (utility,

i turnover penalties. stock alerts, tools).
} Ensure centralized
Unsolicited marketing is legally preference centers
constrained and socially toxic. respect opt-outs
A million poorly permissioned Un e‘rmi's‘si.one q immediately.
§< records represent regulatory thabase Size
exposure, not a marketing

High-Quality
Permission

advantage.
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Shift 10: In an uneven landscape,
operational reliability is marketing.

THE EVIDENCE THE IMPLICATION THE ACTION

Mixed operational realities:

e 427 days of zero load-
shedding (Eskom, July 2026).

e Severe municipal water
constraints.

e Failing port infrastructure.

e Only 15% of municipalities
achieved clean audits.

Improved national electricity
does not equal universal
infrastructure reliability. The
customer experience is dictated
by hyper-local service delivery.

National Brand
Promise / Ad

Water, electricity,
stock, municipal
capacity

Local Operations:

A national campaign driving
demand where you cannot
fulfill it is a coordination
failure, not a media problem.

Build location-aware promises.
Trigger proactive
communication for localized
water outages or delivery
backlogs.



The Interconnected Ecosystem

Economic
Pressure

Economics + Mobile: Budget constraints
supercharge informal Spaza trade
powered by WhatsApp logistics.

Abundance

promises.

Infrastructure + Reach: National
media campaigns are utterly
dependent on hyper-local infrast-
ructure intelligence to avoid broken

Infrastructure
Volatility

Mobile
Access

Al + Fraud: Systems enabling rapid
discovery arm bad actors with
voice-cloning, vastly increasing
the premium on verified trust.
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A
6 Principles for a

Dual-Economy Strategy 2. Broad reach +

situational
relevance.

Scale matters, but
local proof converts.

1. Integration over
substitution.

Blend systems, don’t
replace them.

3. One brand spine, 4. Trust before
many routes. personalization.

Centralized positioning, Personalization from
localized execution. an untrusted sender

IS just intrusion.

5. Availability 6. Local truth
before sophistication. before national story.

Be easy to find and Operations dictate the

pay gelfnrtleebeing reality of the brand.
overly clever.




Dangerous Assumptions vs. Ground Realities

The Boardroom Fiction | The Ground Reality

The middle class is a coherent, Highly fragmented liquidity; households
unified market. with identical incomes face vastly
different debt and transport realities.

Digital media will replace broadcast. Media is a hybrid ecosystem; broadcast
and radio still drive essential local
salience and trust.

E-commerce makes physical retail less | E-commerce adds a channel; it does not
important. repeal geography. Walk-to-corner informal
retail remains massive.

Youth demographic equals immediate Cultural influence is decoupled from spending
spending power. power due to 45.8% youth unemployment.

Focus on accessible entry points.




The 3-Year Implementation Roadmap

« Dynamic media allocation based on
infrastructure predictive resilience.

 Deploy governed, machine-readable

_ agent-ready commerce.
* Integrate Total Video

Measurement across channels. * Hyper-localized CRM based on
_ earned first-party data.
« Connect click-to-door and \

spaza availability systems. \
» Map geography by liquidity » Expand interoperable \

and real demand. payment integrations (QR+). 3 te)
» Audit journeys for modest \ Year egtra
mobile devices. p

« Build the Trust/Fraud playbook
and permissions architecture.
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The New Scorecard

Growth & Value

e Penetration

* Incremental profit

* Perceived value

* Tier migration

o Affordability rejection

L/

Availability

 Numeric/weighted
physical distribution

* Digital search visibility
e Al-answer accuracy
e Delivery performance

Trust & Operations

e Verification usage
e Scam reports

e Impersonation
takedown time

| ocal service reliability
e Disruption recovery time

)
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Guardrail: Clicks, impressions, and video views are diagnostics. They

should never be promoted to primary measures of strategic success.
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Do hot choose between
the old South Africa and
the new South Africa.

Build a commercial system capable of serving both, because
for the next three years, they are the exact same country.
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