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Introduction

The KwaZulu-Natal Department of Economic Development (DED) is committed
to building the economy and reducing poverty in the province. The Integrated
Business Development Services programme of the DED strives to fulfill this
by stimulating and supporting sustainable and pro-poor economic growth
and development through enterprise development and related local level
initiatives. This is achieved primarily through planning, resourcing and
implementing projects.

The DED is committed to learning lessons from implementation, effectiveness
and impact. This project evaluation forms part of these efforts of the DED,
to learn from its experience and improve its performance towards achieving
its strategic goals.

This evaluation report focuses on the Inyamvubu Co-operative (‘the Co-
operative’) which is supported by DED through its Co-operative Development
Unit within the Enterprise Development sub programme situated in the
Integrated Business Development Services programme. This report presents
the evaluation findings, analysis, and recommendations relating to this project.

The evaluation was conducted by Umhlaba Development Services.

Evaluation Objectives

The report identifies the key findings related to the DED’s strategies and
internal project management processes vis-a-vis the needs of the community.
Based on these key findings, the report provides analysis and conclusions
according to the following primary evaluation parameters:

. The relevance of the project by assessing the objectives against
problems to be solved

. The efficiency of the project by assessing the relationship between
activities or inputs and outputs

. Reviewing the effectiveness as reflected in the relationship between
the results (outcomes) and the purpose of the project

. Impact and Sustainability — where impact is how the project

contributes to broader departmental and sectoral goals and
sustainability is concerned with the long term potential of the
community project for continued growth and development.




Research Methodology

The fieldwork and research undertaken by the evaluation researchers was
both quantitative and qualitative. Fieldwork was conducted using structured
questionnaires and probing. Literature pertaining to the Cooperative was
reviewed as well as any available documentation held by the Cooperative.
A Face-to-face interview was conducted with the Umgungundlovu District
Coordinator of the DED’s Co-operative Development sub programme. A
focus group discussion was held with selected members of the Cooperative
and contact with the partners was by telephone and email.

A questionnaire was developed to extract information about the Cooperative’s
background and profile, its envisioned impact and its actual outcomes.
Finally, participants were invited to share their learnings with researchers.
Umhlaba researchers visited the locality to conduct interviews and observe
the project in operation.

Planning for the evaluation took place towards the end of the year, which
brought its limitations, because of the time frame available to conduct
interviews and site visits before the close of the business year. In order to
fasttrack the process for this project, the DED provided researchers with the
contact details of Project Managers so that initial interviews could be
conducted with them at short notice. Project Managers then provided contact
details of the relevant project beneficiaries and partners and were responsible
for informing these stakeholders of the evaluation. Researchers contacted
beneficiaries and project partners telephonically to confirm dates and venues
for the face-to-face interviews, telephonic interviews and site visits.

The Project Manager coordinated the interviews with beneficiaries and
partners very effectively and promptly.

There were some constraints with the research. A write up of institutional
memory (of the Co-operative) does not exist from which to extract information
about the Co-operative. This was also the case with the DED. The Co-operative
had no landline telephone; communication was mainly through a cellular phone.
At times, the evaluators did not have access to the Co-operative when either
the cellular phone was off or there were network problems.

Accessing documentation from the Project Manager for this project evaluation
was slow, and this created a long lead time between the site visits and the
report writing phase and resulted in researchers having to do numerous
follow-ups over an extended time period. In order to mitigate the effects of
these delays, researchers obtained some of this documentation from partners
instead of from the DED.




These limitations, however, did not compromise the findings in this report,
although it did constrain the process and sequence of gathering information.

Project Context And Description

The Cooperative is a community initiative operating in Rietvlei in the Midlands
of KwaZulu-Natal. Rietvlei is part of Mpofana Local Municipality that is located
within the Umgungundlovu District Municipality. The local town is Mooi River.
It could be classified as a rural farm area. The Cooperative is named after
the local river. The Co-operative was founded in 2005 by a group of
unemployed women from the local community, initially as an income generation
project in response to the high unemployment rate, which had escalated in
particular due to the closure of the Mooi River Textile Factory. The core
business of this initial project was sewing of school uniforms for supply to
local schools. The initiative evolved and has grown into a Co-operative with
seventy-two members. Women comprise ninety percent of the membership.
Given this number of members, it is one of the few thriving cooperatives
operating in the Province of KwaZulu-Natal.

At the time of the evaluation, the Co-operative had a Project Manager who
is responsible for the overall management and marketing. She is also a
pioneer of the Co-operative and is credited for bringing energy and innovation
into the Co-operative.

Since the Mooi River Textile Factory closure, a large percentage of the
people in the area have relied on government grants to survive and the
limited employment opportunities in local supermarkets and shop outlets.
However, in 2005, investors from Taiwan opened a textile factory in Mooi
River with a capacity to employ two thousand five hundred people (2500).
At the time of this evaluation one thousand four hundred (1400) people were
in the employ of the factory.




KEY FINDINGS

Strategies of KZN DED

A strong autonomous, self-reliant and self-sustaining co-operative movement
can play a major role in economic, social and cultural development of South
Africa. Cooperatives are able to contribute to the creation of jobs, income
generation, resource mobilization and broad based economic empowerment,
thereby enhancing sustainable human development in South Africa.

One of the main strategies of the KZN DED is to ensure that a reasonable
number of previously disadvantaged individuals are assisted to access the
mainstream economy, through either forming partnerships and/or joint
ventures with private companies or accessing business opportunities resulting
from government's supply chain management framework.

The primary role of the DED projects at local level is threefold, namely:

1. to facilitate processes with relevant stakeholders

2. to build capacity in beneficiaries

3 to allocate resources commensurate with the planned project
outcomes.

Once these roles are accomplished, the DED takes on the responsibility to
assess the quality of the services and to monitor the success of the project
through the impact and changes it creates within the economy.

Further, the DED is at the forefront in the promotion and development of
cooperatives and has since 2005 engaged in a drive to realize this concept.
To this end, the DED has established the Cooperatives Development Unit
within the Enterprise Development Sub Programme. The Programme has
as its broad objective the creation of an enabling environment for the
establishment and promotion of self-sustainable cooperatives that are able
to participate meaningfully in the first and second economy. The DED’s
Cooperative Development Sub Programme has divided the province into
Districts, each with a dedicated support person from the DED to enhance
the accessibility of the DED’s support to the cooperatives.

A review of cooperative establishments in KZN since 2000 reveals that
communities have grabbed the opportunity of state support, and about 2000
cooperatives have been formed across the length and breath of KwaZulu-
Natal in this period. The culture of cooperatives is to some extent taking
root. However, indications are that a great number of cooperatives are
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failing to achieve real and sustained growth, and some have closed shop
after relatively short periods in existence. Co-operatives encounter a number
of challenges, which have been identified to be stemming from, amongst
other things:

. Limited understanding of the role of cooperatives, that is, about
working as a collective towards achieving a common goal, within
the economic sphere. This has in some instances led to infighting.

. Not operating and managing cooperatives with the same principles,
systems and procedures that are required in any business venture

. Limited access to markets

. Saturation of the market as a result of everyone producing the
same products for the same market

. Poor financial control systems as a result of a lack of financial

management skills

Limited access to appropriate technology

Limited quality control mechanisms and costing illiteracy
Limited general business and marketing skills

A tendency of working in silos

Researchers found that the DED's active marketing campaign in targeted
communities has made the department more accessible to rural areas. The
establishment of the Inyamvubu Cooperative was in response to a talk show
that was hosted on the SABC's Ukhozi FM. The show emphasized the support
that the DED provides through its Cooperative Development Sub Programme.
The five women pioneers mobilized the community for the establishment of
the Cooperative and invited DED to support them in the process.

Project Design

As part of the DED's Cooperative Development Unit policy, cooperatives
are required to go through a structured business-training programme provided
by accredited providers, usually Further Education and Training (FET)
Colleges. This is done to ensure that people who want to establish cooperatives
acquire basic literacy in business skills so that they are better placed to start
and run cooperatives independently.

The Cooperative’s interaction with the DED culminated in the design of a
business training intervention and the Umgungundlovu FET College was
contracted to deliver this service. As part of its basket of support services
to cooperatives, the DED also assisted the Cooperative with its registration
into a fully-fledged legal entity.







An additional project design criterion facilitated by the DED is the commitment
to the establishment of partnerships to grow small businesses. The DED
has successfully linked this cooperative with government departments and
institutions (such as the Departments of Arts and Culture, Agriculture and
Labour) that have an interest in the development of cooperatives.

Project Planning and Implementation

The Cooperative’s focus areas include arts and craftwork, agriculture and
catering. Beneficiaries of the Cooperative are members, and seasonal
workers who are from time to time employed by the Cooperative. Family
members are often employed during periods of high demand. From this
core group, a team representing the Cooperative was involved in all the
planning for the training and support that the DED was offering. As a result
of their involvement, the training programme focused on practical methods
for market surveys from which business plans can be developed. These
business plans are self-authored with support from the DED and the FET
College. The business plans are used by the DED to assess the viability
of the business that the Cooperative wishes to engage in, and this may
influence the access to funding sources from the DED or any of its
partnerships such as Ithala Development Cooperation (Ithala) and other
government departments.

Inimplementing the training intervention and support, mentoring and coaching,
the DED successfully achieved the following:

. Contracted the Umgungundlovu FET to conduct the training

. Facilitated the registration process of the Cooperative

. Assisted the Cooperative access funding of R 1,6 million from the
Department of Arts and Culture (DAC)

. Facilitated exposure to exhibitions, both local & international

. Provided a loosely structured monitoring and coaching programme

in response to problems that the Cooperative encountered: this ranges
from administrative issues, like filling of forms, to marketing issue

Project Monitoring and Evaluation

The internal administration systems of the DED are sound and all contracting
and procurement is monitored according to the Public Finance Management
Act (PFMA). There was some evidence that the training was evaluated but
this is a tool applied by the FET College; the DED did not monitor nor
evaluate the quality and impact of the training provided to the Cooperative
in the short and medium term. However, comments from the members of
the Co-operative were positive and indicated that the training was beneficial.
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The absence of monitoring or evaluation of the training by the DED was
identified as a gap because it is difficult to tell how the Co-operative members
have progressed over time.

ANALYSIS

The following analysis is based on findings that were obtained from the
fieldwork (including interviews), the documentation scan and observations
by Umhlaba researchers.

Relevance

Relevance is about designing an intervention that responds to a particular
context at a given time and targets the appropriate people.

Since 1994, government (national, provincial and local) has identified the
development of cooperatives as one of the strategies that would enhance
the economic well being of black people in rural areas. Programmes like Co-
operatives have been identified as one of the vehicles that could achieve
this. Rietvlei is one of the areas that needs interventions that will develop
economic growth and create employment in the area.

The closure of the only factory in the area increased unemployment and the
underdeveloped local economy had limited opportunities of formal employment.
Whereas youth could be enticed into neighbouring urban surrounds, women
and the disabled were less economically mobile and the establishment of
a co-operative responded to this gap. The local indigenous knowledge
(coupled with training that was provided) in arts and crafts and agriculture
that was already well established in the community was a logical choice.
The DED therefore supported a project that fitted well with the community’s
situation, that had enjoyed marginal success to date and that targeted the
most vulnerable workers (women). Thus this project has relevance to the
community. Furthermore, it complies with employment and skills targets set
by the DED for women and relates to national strategies and sector
development programmes which focus on the cooperative development
model as an impetus to stimulate local economic growth.

Efficiency

The efficiency of a project is mainly concerned with the management of the
project’s resources (inputs) in order to produce the desired outputs.




At the time of the evaluation the following activities had been successfully
implemented:

. Members of the Co-operative had undergone training provided by
the FET College.

. There is ongoing, albeit unstructured mentorship provided by the
DED

. The funding proposal facilitated by the DED was accepted and
funding was received from the Department of Arts and Culture.

. The DED has ensured that the Department of Agriculture continues
to provide support in relation to agricultural activities.

. The DED arranged for the cooperatives to participate in local and

international exhibitions such as Reunion (Mauritius), the Ethekwini
ICC and the Umzimkulu exhibition.

The inputs by the DED has been mainly human resource related, in the form
of support ranging from advisory and mentorship services to providing
information and assisting the Cooperative to develop linkages.

The DED has performed very well in engaging communication between
stakeholders and there was clear evidence that DED staff had engaged
communities through numerous meetings to develop their understanding of
the concept of cooperatives’ and opportunities that exist for cooperatives
within the DED and the external environment. This helped community
members to make informed decisions about where their businesses should
ideally be.

Another example is the efficient facilitation of the agreement between cooperative
members and the uMgungundlovu FET College that training be done in situ
because of the large number of trainees. Ordinarily, training of cooperatives
is conducted at the premises of FET Colleges, but in this case, the DED
successfully negotiated an alternative with the uMgungundlovu FET College
which was financially and geographically more convenient for the Cooperative.

In terms of financial, administrative and marketing support, the DED facilitated
the registration of the Cooperative and assisted with developing a funding
proposal for the DAC. As a result, the Cooperative was allocated R1.6 million
for the year. The DED further assisted in providing marketing opportunities
for the Cooperative through fairs and exhibitions.

The main challenges to efficiency within the department related to staffing
shortages (few staff members with the high number of cooperatives that
need support) and the absence of formal monitoring and evaluation at every
phase of the project’s life cycle. For example, at the time of this evaluation,
there were 200 cooperatives operating in the uMgungundlovu District




Municipality, spread over seven local municipality areas. Although the DED
project manager tries as far as possible to be accessible to each co-operative,
she is unable to provide consistent support to all of the cooperatives, each
with their varying needs. She is currently overstretched by the field support
she is expected to provide and this resulted in under-performance in some
areas such as administration, fundraising, organising exhibitions and one-
on-one mentorship.

The only visible form of monitoring witnessed by the researchers was records
of meetings where orders and business opportunities were reviewed, but
these related to the functioning of the Co-operative only and the related
services provided by the DED were not reviewed by the Cooperative at all.
The Co-operative does not keep records of progress reports, these are
submit to the DAC only. There appears to be no reporting requirement from
the DED. The DAC itself did not have any formal tools or templates for self-
monitoring either.

Effectiveness

The effectiveness of this project is determined and based on the extent to
which the project has achieved its desired outcomes and whether the target
group has adopted new and beneficial behaviours/practices/ways of
functioning.

The DED's greatest achievements to date in the Inyamvubu Co-operative
project are its success in mobilizing a large number of community members
to join the Co-operative, and in promoting and communicating effectively
the value benefits of the cooperative model for a local community.




The DED understands clearly that it cannot provide a comprehensive service
to co-ops without the expressed assistance from strategic partners, and has
succeeded in brokering or facilitating linkages with a range of project partners
and stakeholders. These have included the Department of Arts and Culture,
the Department of Agriculture, the Department of Labour, the relevant district
and local municipalities, training service providers, exhibitors, cooperative
members and their customers.

The DED’s focus on training as an effective tool in helping under- and semi-
skilled individuals to become more employable has been shown to be well
placed. An example of the effectiveness of training is that some members
had never been employed before, but after their attending the business
training at the FET College, they were able to act as trainers and transfer
these skills to other community members, who from time to time are suitably
skilled to be employed by the co-operative.

One of the key weaknesses in the current training approach is that the
training has not been sufficiently programmatised into an effective change
agent for the cooperative; the training has focused solely on business skills,
without components addressing technical skills and organisational development
skills that are so essential for improving the overall management and team
functioning of such a large co-operative. Furthermore, in the absence of
formal monitoring and evaluation procedures and data related to this project,
the evaluators were not able to scientifically gauge the improved rate of
employability of the Co-operative trainees and can only rely on anecdotal
perceptions (below) provided by a number of cooperative members expressing
their impression of the value that the DED training and fundraising has added
to this project:

Direct quotes from the focus group meetings were:

“It has created jobs for women in the area”

“We now wake up in the morning and go to work”

“We now have a steady income that we get every month”

“We now know how to fill in forms and how to plan”

“There is peace in our homes as we no longer fight with our partners”
“Children display happy faces as their mothers can now provide for them”
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Ultimately, the project outcomes (resulting at least in part from the DED’s
focus on the provision of training, business registration and access to funding)
can only be measured over time, in comparison with the benchmark situation
as outlined above. It is suggested that the current situation is premature for




a proper ex-post evaluation of the project, as the Inyamvubu Co-operative
is still in its pioneering phase and has not yet established its viability
independent of external funding.

Impact and Sustainability

Impact is how this project affects the lives of the participants and community
in terms of improving their economic livelihood. The sustainability is concerned
with the capacity of the community project to operate and deliver benefits
after the DED project has closed.

Members of the Co-operative display a high level of commitment not only
to the long-term sustainability but also to the immediate success of the
project. There is a sense of community spirit by all those involved in the
project.

Since this project is an integrated one with a number of components, partners
and services, the success and effectiveness of the cooperative in its entirety
cannot be directly attributed to the DED alone. At present, the Cooperative
produces monthly income and expenditure statements for the Department
of Arts and Culture. The Department of Labour provides financial management
training and the Local Municipality is in the process of developing financial
management systems for the cooperative. As a result of this integrated
support, the interviews revealed that:

1. This co-operative has been able to improve employment opportunities
for women;

2. Members and other employees are now enjoying a monthly income;

3. The project has helped improve the lives of people in the community

as demonstrated in the table below.
Table 1: Summary of direct monthly benefits from the Inyamvubu

Cooperative
Members Gender Member’s Income Combined Income
Breakdown per month per month
72 Women 90% R600-00 per
Males 10% member RA43 200.00

In order to sustain the cooperative as a viable business so that it can make
an impact on the local economy, the following business fundamentals must
be addressed.

The co-op must maintain its presence in the market. Interviews have revealed
that there is a need for better quality checks on its production outcomes,

The table above excludes the incomes of seasonal staff.




that production is sometimes not at optimal levels and merely
meets orders. Unless these issues are dealt with, the project is at risk of
losing its current market share, and could face rejected orders, which will
impact negatively on their profile and their finances.

Asecond area of risk is the absence of administrative systems. This constrains
their ability to access additional funding.

Better communication systems are another requirement, as presently the
co-operative is run on cell phones. The co-operative has also installed an
Internet connection, but this facility is inoperative due to a lack of technical
support. Telkom has been requested to treat this application as urgent.

Afinal risk to the business sustainability of this cooperative is that it does
not own the land it operates on, and the cooperative could face eviction or
be requested to move and set up elsewhere. In its defence, the co-operative
has been proactive in that it has engaged the Department of Land Affairs
to provide them with land. However these efforts have thus far been in vain.

To generate finances for the future, the Co-operative has invested in Asonge
MTN shares and has approached ESKOM to assist with the purchasing of
bakery equipment.

The second criterion for the cooperative’s sustainability is its organisational
well-being. At the moment the pioneer/s are seen as the ultimate leaders,
and pressure is placed on the manager to make decisions. There is little
incentive or initiative for members to make decisions themselves if the
manager is not present and very little constructive and robust debate occurs.
There is a need to build organisational and leadership skills among the co-
operative’s members. In addition, there is a need to establish a leadership
succession policy and a process accepted by all members. Training of new
members for skills transfer is also necessary. This is a particular weakness
in the DED'’s project because its current training does not address these
risks and the related needs. Training in Monitoring and Evaluation, governance,
delegation of powers, succession planning, team management, conflict
management, crisis management, marketing and new venture creation are
as important as business management, and if not addressed, could create
severe conflict amongst the cooperative’s current large and growing
membership, could seriously impede its business processes, and could
threaten the survival of the Co-operative.




CONCLUSIONS AND RECOMMENDATIONS

In conclusion, the Inyamvubu Co-operative project is making contributions
towards the achievement of the DED’s strategic goals and objectives, in
particular the strategic goals relating to poverty reduction, and the related
strategic objectives of providing a suitable environment for the creation of
sustainable jobs, the facilitation and promotion of skills development,
facilitating access to an asset base for the poor and promoting social
enterprises.

The evaluation researchers note that the successes in the Inyamvubu Co-
operative project have not been due to the DED’s contribution alone, and
that the positive outcomes of the project to date are the result of the combined
contributions of many roleplayers who have come on board either as a result
of the DED’s facilitation or the of Co-operative’s proactiveness.

When formulating the following recommendations, the researchers took into
consideration the fact that cooperatives are independent legal entities and
the role of the DED is that of creating an enabling environment and provision
of support. The recommendations that follow are not listed in any order of
importance.




It is recommended that the DED should consider:

Strengthening consultation, planning and facilitation of
partnerships with other support agencies so that the community
project’s growth can be strategically planned and supported through
a coordinated and sequenced programme of support over the
medium term. Such joint planning would need to be based on a
thorough and participatory feasibility assessment of the proposed
cooperative venture. In this context, it is noted that rapid growth
can threaten the sustainability of a community project especially
when there are many people involved. There should be a conscious
process of phased improvement of what exists, while continuing
to innovate in response to identified opportunities

Putting in place an M&E system and procedures to track
systematically the performance, successes and failures of
co-operatives as this is a relatively new phenomenon amongst the
previously disadvantaged. Training of the DED’s project staff to
implement the monitoring system should support this

Developing a training programme for its projects so that co-operatives
institute M&E as part of their business culture

Developing a structured coaching and mentoring process to
accompany every training intervention, so as to ensure that the
knowledge and skills acquired are being beneficially implemented
The DED's training interventions focus too narrowly on business
management and more focus is needed on supporting the
cooperative in its entirety. Based on challenges raised by the
Cooperative during the evaluation, the table below outlines the
training interventions that the DED can either develop and fund,
or broker with other supporting partnerships.




Table 2: Recommended training interventions for the Inyamvubu
Cooperative that could be supported by the DED

Training Field

Problem raised by the Co-operative

Proposed training modules
which the DED can support

pre school for members and a
support group for people living and
affected with HIV/AIDS.

Organisational | Performance management is done Human Resources
Development | through observation using time Management

keeping, quality of work, commitment | Team management

and acceptable behavior at the Leadership

work place Conflict Management

Succession Planning

The constitution or aims and Strategic Planning

objectives of the Co-operative has not

been recorded as an instrument to Governance

keep track of the progress of the Board Training

project

The policy for the Co-op is not written

down. This is typical of an

organization in a pioneering phase. Policy and Procedure

The Co-operative does not keep any | Development

records/copies of their progress M&E Management Information

reports are sent to the DAC. Systems (MIS)
Business The creation of an industrial park In addition to existing training
Management | owned by the Co-operative and the | add Management of New

establishment of a bakery Business Ventures
Technical/ The project manager is active in Production Management
Specialist checking on the production-flow Quality Management
Training Technical skills in arts, crafts

The agricultural wing of the and agriculture

Co-operative is not as active as the | Design

arts and craft income generation New

activities. This is due to the skills materials and technology in

Co-operative members have and the | specific fields of Marketing

income opportunities are far greater

in the arts and craft environment.
Train-the- The Co-operative has diversified its | Early Childhood Development
trainer operations in that it has started a training

Home Community Based
Carers

Community Health Worker
course
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Appendix B: List of People Interviewed

Name

Organisation

Role

1. Nombuso Ndlovu DED District Co-ordinator
(Umgungundlovu)
2. Thulani Majola Mpofana Municipality LED Officer

3. Sibusiso Tsanyana

Department of Arts and Culture

Co-ordinator

4. Bongiwe Zondo

Department of Agriculture

Extension Officer

5. Maureen Magubane

Inyamvubu Co-operative

Project Co-ordinator

6. Busisiwe Majola Inyamvubu Co-operative Secretary of the
Co-operative
7. Landile Mchunu Inyamvubu Co-operative Member
8. Norah Ndlovu Inyamvubu Co-operative Member
9. Fikile Khanyile Inyamvubu Co-operative Member
10. Buyisile Bhengu Inyamvubu Co-operative Member
12. Thembile Mthalane | Inyamvubu Co-operative Member
13. Makhosi Bhengu Inyamvubu Co-operative Member
14. Nombulelo Ngubane | Inyamvubu Co-operative Member
15. Grace Magubane Inyamvubu Co-operative Member




