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ABBREVIATIONS & ACRONYMS

DED - Department of Economic Development
KZN - KwaZulu-Natal

LED - Local Economic Development

M&E - Monitoring & Evaluation
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INTRODUCTION

The KwaZulu-Natal Department of Economic Development Strategic and Performance
Plan 2006-2010 identifies the role of the Local Economic Development Programme
to stimulate and support sustainable economic development at local level. Key to this
role is facilitating and supporting the development of strategies for sustainable economic
development projects that create a better enabling environment for LED and empower
local stakeholders such as municipalities, business associations, civil society and
communities to plan and manage their projects. To this end DED has funded a number
of economic development projects across the province. However, the major concern
is the extent to which these projects have achieved the purpose for which they were
funded, and the impact they had in stimulating local economic development.

Against this background, the M&E unit selected certain projects which were funded
by the Department of Economic Development for evaluation purposes. In this report,
findings of evaluation of Mathenjwa Sewing Project conducted by the M&E unit are
presented. The report covers the project background, objectives of the evaluation,
research methodology, key research questions, analysis and recommendations.

PROJECT BACKGROUND

The Mathenjwa Sewing project is situated in Northern KwaZulu-Natal in the Jozini
Local Municipality. The project is located in the Emanyiseni Tribal area, which is on
the border of Swaziland and South Africa. The project started with a number of local
women who were sewing individually from their homes and who later decided to
constitute themselves into a sewing group. The vision of these women was to start
a sewing project that would generate income and enable them to support their families.
They envisaged that the project would grow to the level of providing employment
opportunities for the unemployed women and alleviate poverty in the area. With the
help of iNkosi Mathenjwa, women were permitted to use the community hall for sewing.
Since there was no electricity, they used a hired generator. During a provincial
government imbizo that was held in the area, Inkosi Mathenjwa approached the MEC
for Economic Development and requested assistance from his department to provide
funding for this project. Subsequently, a proposal was prepared for the department
and funding approved. The DED appointed a project officer to oversee the




implementation of the project, but he was not replaced when he resigned resulting
in poor communication and the women feeling that the department had neglected the
project.

EVALUATION OBJECTIVES
The objectives of the evaluation were:

» To investigate the purpose and background for which the project was funded.

» Toinvestigate processes and stakeholders who were involved in the planning and
execution of the project.

 To find out whether the project achieved the results for which it was intended,
and if not reasons for non-achievement.

» To understand the challenges identified in the execution of this project.

METHODOLOGY
The M&E team used the following four methods to evaluate Mathenjwa Sewing project:

Documentary analysis: Documents were identified and scrutinized so as to provide
information on the project such as terms of reference, the project proposal, service
level agreement, progress and closure reports .

Interviews: The chairperson, secretary, treasury, deputy secretary and the Councillor
were interviewed. These were randomly selected for their knowledge of the project
and availability during evaluation day.

Workshop: A project site visit, which included a meeting with Project Committee
members, was undertaken in October 2006. They were briefed on the purpose and
process of the evaluations which were to take place. Subsequent to that, an evaluation
workshop was conducted on 14 November 2006. Nineteen participants, consisting
of fourteen women and five men, attended the workshop. The rationale behind the
workshop was to allow participants to share their views about the project, vision,
challenges and learnings. In his opening remarks, the Councillor who spoke on behalf
of Inkosi Mathenjwa thanked the Department for the support provided in the initiation



of the project. He also expressed appreciation of the project evaluation exercise,
which he felt was an indication of the Department’s commitment to sustainable
development.

After explaining the objectives of the workshop, the evaluation team provided a brief
overview of monitoring and evaluation. Participants were then divided into two groups,
each group facilitated by one of the evaluators. Nine questions were then administered
to each group. Participants were allowed to further discuss opportunities and challenges
of the project during plenary.

Feedback Session: A feedback session was organized to present a draft report to
stakeholders. This meeting offered stakeholders an opportunity to verify findings and make
corrections where possible. Inputs from this meeting were then incorporated into the final
report. Further to this, a copy of the final report was given to the project committee.

KEY EVALUATION QUESTIONS

» What prompted this project (problem), and how did the project address the problem?

» What was the duration of the project? Was it completed within the set time frame,
and if not why?

» What was the budget for the project, and was it sufficient for the planned activities?
Did the project achieve the purpose for which it was intended?

» What processes and approaches were followed in implementing the project, and
what guiding principles were followed?

» Who was involved in the implementation of the project, and what was the criteria
for their selection? Was there a management structure for the project, and if so
what was its mandate and was it fulfilled?

» What were the key success indicators for the project?

» What are the visible or measurable outcomes that can be attributed to this
project, and what are your reasons for this attribution?

» What lessons have been learnt from the process of developing this Plan
(gaps, challenges, strengths) and what recommendations can be made to DED
for similar projects in future?







KEY FINDINGS
Membership

Membership is open to all local women who are willing to join the project. Anyone
who wants to join must first meet with the committee for an informal interview, where
she explains her reasons for joining the project. On the satisfaction of the committee,
permission to join is granted and a once off joining fee of R50.00 and an annual fee
of R100.00 is paid. Currently, there are twenty-seven members. The project has a
committee comprising of:

» Achairperson

e Asecretary

e Adeputy secretary

e Atreasurer

» Adeputy treasurer

* And additional members.

The project also has a constitution and is registered as a co-operative.
Funding

Funding from the Department of Economic Development amounted to R296 650, of
which R196 650 was for the construction of a hall and R100 000 for training, sewing
equipment and material. From the funding provided the following has been achieved:

* Construction of the hall

* Hall fencing

* Eight industrial and five small sewing machines
» Two over-locking machines,

 Four tables and thirty chairs,

* Two cloth rolls and scissors,

 Cotton and pins, and

» Two ironing boards and irons







Connection of electricity was not part of the project contract. However, participants
indicated that lack of electricity was a drawback which stalled the progress of the
project. The project is now at a stand still due to the fact that electricity is not connected.
When Eskom was approached in this regard, it was discovered that the required
connections would cost R4000.00. A request was made to the Department for this
amount, but no response has been received so far. Participants indicated that they
were under the impression that the Department would pay for electricity connection
fees since it was responsible for installing electricity cables. Asked as to what other
funding avenues they have explored to resolve this problem, participants mentioned
that they were still waiting for the department to assist with funds. If this fails, they will
try to raise this money from their membership fees (R50.00) and annual fees (R100).
However, all members were not committed to paying this fee.

Training

Participants complained about quality of training they received from the trainer that
was contracted by the department. The consultant did not give them enough time to
accumulate sewing skills especially in the area of cutting fabric. During training, the
trainer would hastily cut material for the trainees and not allow them adequate time
to practice for themselves. The result is that they do not have sufficient skills to cut
material and would need further training to acquire such skills. Trainees were given
certificates of attendance after training.

Equipment and building

Participants indicated that materials purchased were not sufficient to cater for uniforms
for all identified schools. The material provided was of one colour (black) only while
targeted schools use different uniform colours.

Participants complained that the quality of the project building was below standard,
pointing out cracks on the walls.

They claimed to have neither been consulted about the building plan, nor ever seen
it. As a result they did not have the capacity to monitor it. Participants stated that
the toilet doors are small such that some people have to enter sideways.




The evaluation team confirmed this through observation. Electricity pipes are externally
attached to the wall and not inserted through the wall according to the standard electrification
norm. Participants indicated that it seemed as if the Department did not care about the
project as no proper inspection or monitoring of the construction was done.

Market Opportunities

The participants stated that they have marketed their product to six schools in the
area requesting,in writing, that they buy their uniforms from the project once production
has started. The schools, through their decision making structures, including principals,
governing bodies and parents have shown strong interest, although no written
confirmation was as yet received. The project also plans to access the Jozini and
uMkhanyakude District school market. Participants also mentioned that they intend
to approach municipalities and government departments to give priority to their project
when awarding tenders. In addition, the project is envisaged to grow and become a
factory to supply school and factory uniforms in KZN.

Leadership and governance

There is evidence of commitment from project members and committee members.
Despite the challenges that the project is currently facing, members still meet regularly
to discuss challenges and seek solutions, even though some members have to travel
long distances to do this. However, this does not apply to all members and since the
problem of electricity connection has arisen attendance at meetings has declined.
The chairperson also stated that electricity problem has affected their commitment.
Asked as to whether there are any disciplinary measures for non-compliant behaviour,
she stated that it is not easy to institute such measures in the absence of viable project
activity taking place. She believes that people’s lack of commitment is more based
on being disgruntled by non-operation of the project.

Participants also stated that they are not privy to the details, including budgets,
contained in the terms of reference given to the consultants. As a result, they were
not in a position to comment on matters which they were not familiar with. There was
also no project steering committee during the planning and execution of the project
and participants feel that consultants did as they saw fit given the situation.

10



According to participants the project has not been handed over to the community by
the department.

Lack of capacity among members

Despite the fact that project members were trained on leadership and business skills,
they still generally lack confidence and capacity on a number of issues. For example,
participants expressed that even though they have studied bookkeeping, they have
not practiced it. As a result, they would need refresher training in order to do
bookkeeping. There also seems to be a lack of skills on issues such as market,
environment and risk analysis.

Gender awareness

Women generally seemed to hold back and be passive in the presence of men, even
though the project is owned and led by them. On the other hand men seemed to
dominate discussions. This indicates a lack of awareness of gender rights and power
relations seem to favour men. Development practitioners caution that women will
struggle to lead sustainable development projects if they are neither aware of their
gender rights nor confident of their leadership capacity.

ANALYSIS

Based on the above findings and observations, the following analysis and conclusion
is drawn with regard to project relevance, efficiency, effectiveness and sustainability.
It is still too early to judge and attribute impact of the project at this stage, given that
it has not yet started delivering on the intended services.

Project Relevance

Project relevance can be judged based on a number of factors. Firstly, it can be based
on the needs and priorities of beneficiaries. Secondly, relevance can be based on
the strategic priorities of the funder, in this case the Department. Another basis for
project relevance could be an interventionist approach, where the executing authority
perceives the situation as pressing or emergent, and provide means to intervene
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perceives the situation as pressing or emergent, and provide means to intervene
irrespective of whether the project was budgeted for or not. This is normally done
under the executing authority’s discretionary funds.

Based on the findings, one might conclude that this project scores a high degree of
relevance, as it meets at least two of the above conditions of relevance. The project
was initiated by local iNkosi based on the identified need of a group of women.
Workshop participants indicated that sewing was prioritized among other projects
such as poultry and gardens and there was strong feeling that it would offer better
rewards to communities in terms of poverty alleviation.

Secondly, poverty alleviation was at the centre of the Department’s strategic priorities
at the time that this project was approved. There was a strong emphasis on poverty
alleviation in terms of defining and implementing local economic development projects.
Awitness to this is the fact that the Department had established a unit that specifically
dealt with community projects, which later changed to a LED programme.

Project Efficiency

Efficiency can be judged on the basis of management processes, timeousness of
planned activities and quality of service. It is concerned with the use of resources
(inputs) to produce planned outputs. The evaluation findings showed that project
processes were not efficiently managed. There is a perception that service providers
were not properly monitored to ensure that they delivered quality services. Participants
felt that quality of service provider’s outputs was below standard, mainly because
there was no professional inspection, monitoring and accountability. Training consultants
did not allow trainees enough time to learn and accumulate sewing and business
skills. The training was allegedly rushed and participants did not have power to
challenge this situation.

Project management inefficiency is also evident from the poor quality of the building,
which is characterized by visible wall cracks and external wall electrification. Workshop
participants expressed their dissatisfaction with the quality of the building and criticized
the Department for not properly monitoring the construction of the building. The cracking
of the walls at this early stage of the building’s life is an indication that it will not last long.
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There appears to be inefficiency in the management of the project. Given the fact that
it has been operating for some time, even before funding from the Department, one
would expect the project to be more organized in terms of management processes.
However, there seems to be a lack of leadership and discipline among members. The
participants felt that this problem would be solved once electricity was available and
the project operating. It is, nevertheless, a concern that if members fail to stand as
one in times of challenges, there is no guarantee that they can unite against risks and
challenges in the future. This might be as a result of a lack of shared vision to stand
together against present obstacles in pursuance of desired goals.

Project Effectiveness

Project effectiveness is rated by the ability of a project to achieve its desired and planned
goals. Has the outcome of the project been achived based on produced outputs.
Generally, efficient projects are more likely to yield effective results. At the stage of
evaluation it was still too early to judge whether the project had made any impact on
the lives of the target beneficiaries. The main reason for this is that the project is not
yet operational due to availability of electricity. Therefore effectiveness can only be
evaluated on the completed processes, such as the fact that building has been completed,
training has been provided, sewing material has been purchased and the project has
been registered as a co-operative.

However, effectiveness goes beyond the output level and addresses outcomes such
as knowledge and skills accumulated by trainees from the training and quality of
purchased machines to produce intended goods and services. Judgment on these
indicators can only be made after the project has been implemented for some time.

Sustainability
Sustainability is concerned with the capacity of a project to achieve intended results
(effectiveness) over a long time. It is also concerned with the competitiveness of a project

within the broader social, economic, political, technological and biological environment
in which it exists. Precondition indicators for project sustainability may include:
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e (Governance
 Professional capacity
e Access to markets
 Infrastructure

e Gender awareness

e Health issues

* And political support

Although it is early to judge whether this project is sustainable or not due to its early
stages of implementation, the above-mentioned conditions for project sustainability
and observations of the project seem to indicate a degree of sustainability.

Despite the fact that this project is located within an area that lacks necessary
infrastructure such as roads, telecommunication network and water, there are signs
of small-scale project sustainability. Members seem to have a strong marketing vision.
To this end, they have already secured verbal agreements to supply uniforms to local
schools, as well as curtains and linen to local hospitals. Furthermore participants
contribute annual membership fees of R100 with a view to reducing dependence on
external funding.

RECOMMENDATIONS
Based on this evaluation, the following recommendations are made:

* Project pre-assessment:
The Department should undertake pre-assessment of projects, including an
analysis of the situation, its budget and a project feasibility study before appointing
service providers. This would help the department project manager to have an in-
depth understanding of the project and will allow him to monitor the appointed
service providers and make recommendations to the department if quality services
are not delivered.

» Community consultation, communication and transparency:
This is important for community participation, trust, empowerment and
ownership. It will allow the Department to monitor irregularities and rectify them
where necessary, thereby ensuring satisfaction from the communities.
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» Close and constant monitoring of the project:
There is a need for a clear monitoring plan that is agreed to between the project
manager and the service provider, including site visit schedules, meetings and
report deadlines. This will ensure that service providers are constantly checked
and are accountable to the Department on agreed service to be delivered. In
cases where project mangers do not have specialized skills to monitor a project,
such as engineering skills to inspect a building, such expertise should be procured.
Project managers should ensure that reports are submitted and site inspections
are done before the disbursement of funds to consultants takes place.

* Provision of electricity funds:
The project is currently at a standstill due to lack of electricity. While this was not
part of the project proposal, participants had great expectations that the
department would pay for the electricity connection. As the Department has already
invested in the project by building the structure, provided training and purchased
the necessary materials, it is recommended that the department fund the
connection of the electricity.

* Exit strategy:
The department should have an exit strategy for the project and communicate
this to project beneficiaries from inception of the project so as to eliminate
dependence on the Department. This should include capacity building, mobilizing
and linking the project to other resources.

» Coaching and mentoring:
There is a need for the Department to continue with coaching and mentoring of
the project beyond the funding cycle so as to ensure that it is ready to operate
independantly before the Department exits.

 Further training:
There is a strong need for further tailor-made training for the project, especially on
issues of co-operatives, proposal development, business management and marketing.

CONCLUSION

In addition to highlighting areas where the DED could improve the management of
its project activities, it seems that the beneficiaries of the project also benefit from
participating in the evaluation exercise. The participants felt that the evaluations gave
them a platform from which to express their views about the project implementation
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processes, as well as to reflect and move forward in a more informed and empowered
manner. They also felt that the evaluation process served as a communication platform
to share challenges and experiences. However, the evaluation also encountered a
number of challenges. Information about the project was either incomplete or not
available. This was aggravated by the resignation of the department’s project manager.

We believe that the findings of this study will help the Department of Economic
Development to learn and improve its management processes and systems with regard
to its funding of development projects.
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