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Abstract
The Working for Water programme of the South African Department of Environmental Affairs has as its major objective
the eradication of invasive alien plant species. However, it also has a social development component, which aims at the
promotion of small business and entrepreneurship development. This paper explores the socio-economic rationale of one
component, the Contractor Development Model. It does so via an examination of the programme’s assumptions, and the
development of its impact theory. The study revealed a shortcoming in monitoring data for the programme, and a relative
lack of assessment of the effectiveness of its activities. It is suggested that the selection criteria for contractors be reexamined, and that consideration be given to two additional elements that may strengthen the effectiveness of the training:
mentoring and networking.
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defined as an individual (or in a few cases, small teams) who
has set up his/her own small business and conducts work for
WfW. They are not employees of WfW, but have commercial
contracts with WfW and are paid for completed quantities of
work. Contractors are responsible for completing contracts as
specified by WfW as well as recruiting and managing their
teams and equipment. Workers are employed by contractors
who enter into employment contracts with them.
At the time of this study, the CDM was in a period of flux.
It had expanded quite rapidly, a number of modifications had
been implemented in previous years, and several changes
were being considered for future implentation. Interviewees
reported that the initial conceptualisation (what can be seen
as the ‘programme theory’ in this study) of both WfW and the
CDM was done in a hurried manner. The evaluation conducted
by Common Ground Consulting explained that a ‘combination
of rapid expansion, technical and social complexity, a narrow
base of social development staff coupled with pressure to spend
large amounts of money in short periods of time have put the
attainment of its [WfW’s] social development goals under serious pressure’ (2003, p. 36). Mangoale (2009) argued that the
lack of strategic direction, social development expertise as well
as monitoring and evaluation has resulted in an unsustainable
effort towards poverty alleviation and social development.
Rather than see this period of relative programme instability as an obstacle for the present study, it presented an opportunity to re-examine the assumptions and expectations stakeholders have of the CDM. Initial discussions with programme staff
in the Western Cape revealed an awareness of certain gaps and
inefficiencies in the CDM. They expressed a desire to review
and assess the CDM in terms of assumptions regarding its
objectives and implementation, and these are the aspects that
this study focused upon.
The benefits of an exercise like this for a programme in
this position are not difficult to find. Weiss (1998, p. 67), for
example, argued that such studies would benefit several different individuals or groups. Programme designers, for example,
may benefit through a better understanding of the underlying
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Invasive alien plant species are a significant threat to South
Africa’s biodiversity, water security, and productive use of
land. In 1995 the Department of Water Affairs and Forestry
(which became the Department of Water Affairs in 2009) initiated the Working for Water (WfW) programme to address the
problem of invasive alien vegetation (DWA, 2010). At the same
time, the programme was thought to have significant social
benefits for the country’s poor (Magadlela and Mdzeke, 2004),
through the promotion of small business and entrepreneurship
development (Rogerson, 2008). On 1 April 2011 the National
Resources Management Programme (NRMP), of which
Working for Water was a sub-programme, was transferred from
the Department of Water Affairs (DWA) to the Department of
Environmental Affairs (DEA).
The WfW programme’s overarching goal is to alleviate
poverty by creating short- to medium-term jobs for unskilled
workers through clearing alien vegetation, as reported in the
2000/01 Annual Report. The reasoning is that the skills and
assets workers acquire by participating in the programme prepare them for longer-term employment outside of WfW (Sadan,
2008). At the same time, these efforts are expected to enhance
water security, improve ecological integrity, restore the productive potential of land, and promote sustainable use of natural
resources (Haigh, 2001).
WfW’s ecological aspects have been the main focus of prior
research (Common Ground Consulting, 2003). The present
study investigated its socio-economic rationale, and in particular one component, the Contractor Development Model (CDM).
In 2000 WfW drafted this model, proposing to use contractors
to manage and conduct work for its projects. A contractor is

logic of a programme, as they can subsequently assess whether
their logic and expectations are realistic, and whether the programme design has to be altered. For managers, it may provide
information about the likelihood of programme success, which
could assist them to establish commitment and support from
programme staff. For general stakeholders, this type of clarification provides an opportunity to investigate whether consensus exists about the programme’s assumptions, and, if differences exist, to discuss these, which may lead to improvements
in the programme plan.
In programme evaluation terms, this is called programme
theory, where ‘theory’ simply refers to a set of beliefs (or
assumptions) that underlie the programme’s activities. It typically consists of two aspects: impact theory and process theory
(Donaldson, 2007; Rossi et al., 2009). Impact theory refers to a
programme’s cause-and-effect sequence – what is supposed to
happen when the programme is delivered to the beneficiaries.
Typically this sequence is presented in the form of sequential
steps, in which short-term changes set in motion medium-term
benefits, which in turn lead to an improvement in social conditions (long-term results).
Programme process theory is the description of how a programme is supposed to operate; its plan of action. It describes,
for example, how the programme expects to reach the target
population and how the target population will use, continue
to use, and exit the programme (Rossi et al., 2009). It also
portrays the programme’s organisation: how it will perform
its required functions, and how it will obtain and organise the
necessary resources for effective performance.
Initial discussions with programme staff gave an indication
of the direction the study was going to take. Staff perceived
a number of gaps and inefficiencies in the CDM, which they
believed could be identified to target or prioritise for change.
It was also believed that a study such as this one could provide more details about causes of these problem areas. It thus
became apparent that staff were interested in reviewing and
assessing the CDM in terms of its social development objectives (and not its alien-clearing requirements). This study
reports on the development of the CDM’s impact theory, as
described above.
Two questions were formulated for the present study:
• What is the programme’s impact model or theory?
• Is it feasible that the programme will be able to attain these
outcomes?

The programme aims to to develop contractors so that they
become less and less dependent on WfW in the long run. Junior
contractors are expected to rely completely on WfW, but intermediate and senior contractors are supposed to function more
independently. They are, for example, expected to acquire
their own equipment, work under less supervision, and take on
larger projects.
Training

Programme description: the Contractor
Development Model

According to the Contractor Training Manual, all WfW contractors receive a suite of training modules that include practical skills in clearing alien vegetation, theoretical and business
knowledge, and social development.
Functional training in clearing alien vegetation is an obvious element to include in the programme, since this is the first
step in training contractors to remove these plants. It includes
aspects such as chainsaw and brush-cutter usage, as well as
herbicide application. Contractors receive annual refresher
training on specific courses that amounts to approximately four
days per year.
Once the contractor is awarded contracts, and starts work,
further training is provided on an ongoing basis. Referred to
as contractor training, this includes aspects such as business
principles, business finance, human resources training, how to
obtain future work, legal matters around business, marketing,
health and safety, and first aid. They are trained in how to
manage a team, about good management practices, and conflict
management.
Contractors also receive so-called social development training. This specialised training component consists of a range
of unique training areas as prescribed by the Expanded Public
Works Programme and is provided by external service providers. The topics include: HIV/AIDS and health, diversity management, and personal financial management.
Contractors receive ongoing support from their project
managers during all of the project phases. Project managers are
supposed to be experienced individuals, able to provide guidance and support to contractors. The support usually entails
guidance on developing WfW quotations, checking compliance with clearing requirements, health and safety standards
as well as minimum conditions of employment for workers.
Contractors are expected to require less support from project
managers as they mature and gain more experience.
The CDM is implemented in both rural and urban WfW
sites across South Africa. The targeted areas are high priority
areas as identified by DEA, usually determined based on high
levels of invasive alien plants and/or extreme poverty. These
terrains vary greatly, encompassing 7 biomes, from fynbos in
the Western Cape to open savannah in the Limpopo Province.

Objectives

Criteria for contractor selection

One of the WfW’s main objectives is to target the ‘poorest of the
poor’. For the CDM specifically, the target population consists of
impoverished, unskilled individuals who have had limited success in finding long-term employment. These individuals may be
resident in rural or urban areas across South Africa.
The CDM’s social objectives can be seen as closely aligned
to two of WfW’s social development objectives, as outlined in
the Medium Term Strategic Plan of 2003–2007:
• The employment of youth, women and people with
disabilities
• Skills development through training

WfW aims to appoint contractors based on targets from the
Expanded Public Works Programme, which are: 60% women,
20% youth (18–36 years), and 2% disabled people. Prequalifying criteria include the following:
• Must have limited other business opportunities or income
• Must be a historically disadvantaged individual
• May not be formally employed
• Must not have taken a state voluntary severance package
• May not be financially involved with or from the immediate
family of any DEA or WfW staff member, other contractor,
beneficiary or Advisory Committee member

A first step towards answering these questions requires a
description of the key components of the CDM itself.

794

http://dx.doi.org/10.4314/wsa.v38i5.19
Available on website http://www.wrc.org.za
ISSN 0378-4738 (Print) = Water SA Vol. 38 No. 5 October 2012
ISSN 1816-7950 (On-line) = Water SA Vol. 38 No. 5 October 2012

Table 1
A summary of the CDM role players and their main functions
Role player

Function

Project managers

On-the-ground management of WfW projects
Management of contractors and contracts
Recruitment and selection of contractors
Complete WfW contracts and manage WfW workers
On the ground management of WfW projects
Recruitment and management of contractors
Responsible for scheduling and arranging functional and business training for contractors and workers
Responsible for scheduling and arranging social development training and initiatives
for contractors and workers
Oversees the implementation of contracts in the region
Deals directly with project manager
Provides training to contractors

Contractors
Implementing agents
Regional training coordinators
Regional social development coordinators
Western Cape Assistant Director:
Implementation
Private service providers
•
•
•

Must be a South African citizen
Must be of good character, self motivated, self disciplined
and able to insist on good work and strict discipline
Have no criminal record

Further criteria for contractor selection include
• Education and experience requirements: Matriculation certificate (National Qualifications Framework Level 4, Grade
12); a valid driver’s licence. Business exposure and experience, as well as experience in managing a small team of
workers, are considered advantages.
• Asset requirements: access to appropriate transport (minimum requirement is a short-wheelbase vehicle with trailer)
which is roadworthy and insured to transport workers, and
a cellular phone.
Programme documents mention a number of further
requirements:
• Must be a good leader and people manager
• Must have entrepreneurial potential
• Must be committed to continuous learning and
development
• Must have a basic understanding of environmental issues
• Preference will be given to women, youth, single-headed
households, disabled persons and households coping
with human immunodeficiency virus (HIV) and acquired
immune deficiency syndrome (AIDS)
• Good financial track record (i.e. credit worthiness) is
recommended
• Contractors must agree to work according to the norms and
standards of WfW

Stakeholders
The CDM is implemented through complex management and
operational procedures. Many role players with diverse functions are involved (see Table 1) – project managers, contractors,
implementing agents, regional training coordinators, and so
on – which adds a layer of complexity to the implementation of
its activities.
Implementing agents are key stakeholders in the CDM. The
implementing agents are appointed by WfW and are responsible for running WfW projects at a local level. They are, however, not responsible for providing training, as all training is
conducted by private service providers appointed by WfW. The
implementing agents are responsible for ensuring contractors
fulfil their responsibilities according to the contractual agreements. They report to WfW regional offices, which in turn
report to the provincial headquarters, which eventually report
to the national WfW structures. Implementing agents include
various institutions or organisations such as South African
National Parks, the Independent Development Trust and the
Western Cape District Municipalities. There were 10 different
implementing agents in the Western Cape at the time that this
study was done.

Methods
Extracting programme theory is not achieved by the researcher
single-handedly, but in conjunction with key programme staff.
We used 2 methods to extract the programme design or model:
personal interviews and email correspondence with programme
staff; and reviews of existing programme documents.

Funding

Records

All information with regards to funding was obtained
during an interview with a Wf W staff member. The
Expanded Public Works Programme has been the main
source of funding for the CDM. Funding is provided in
terms of the 3-year Medium Term Economic Framework
cycle which is aligned to the Presidential goals. Funding for
Wf W as a whole has been approved for 2010 to 2013, with
only a small proportion of the budget allocated to the CDM.
The reason for this is that social development is not the core
focus of the programme. In addition, DEA funds all office
administration.

Existing records refer to data acquired from secondary sources
rather than from original data collection efforts (Hatry, 2004).
Data recorded as part of regular processes of implementation were collected via the Working for Water Information
Management System (WIMS). The table below provides an
overview of the programme records that were used.
One obvious threat to the validity of data obtained from
existing programme records is missing or incomplete data
(Hatry, 2004). In the current evaluation, obvious omissions in
the data extracted from WIMS were observed, but fortunately
some of the missing information could be obtained from other
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Table 2
Programme records utilised
Document name

Date

Internal programme records
Annual Report
Contractor Application Form
Contractor Development Training Programme
Contractor’s Manual
Contractor Selection Registration
Contractor Training Manual
Emerging Contractor Information
Implementing Agent Contract 2009 – 2010
Medium Term Strategic Plan 2003 – 2007
Revised Contractor Development Training Programme 2009
Social Development Business Plan
Proposal for New Contractor Model
External reports
Evaluation report by Common Ground Consulting
Process evaluation of the Working for Water Programme in Mamathola and Great Letaba Projects by
T. Mangoale
Evaluation report by the Ingenieurbüro für Landentwicklung, Florstadt, in association with Institute of
Natural Resources, Pietermaritzburg.

2000/2001, 2002/2003
April 2010
October 2009
2003
June 2010
2003
2009
2009
2003
2009
September 2006
February 2009
2003
2009
1997

records stored on WIMS. Unfortunately some information
was not available at all, since programme staff did not collect
or record it. For example, no records of training completed
by contractors, assessments of training, contractor levels of
advancement in the programme, or the number of dropouts,
among others, were available. Other critical information that
was not available pertained to what contractors do when they
exit the programme. In addition, formally documented information on the CDM itself was limited.
We regarded the lack of availability of information as one
of the biggest challenges of the present study. As a result, we
had little choice but to rely heavily on data obtained from staff
interviews.

Face-to-face interviews were conducted at WfW’s offices in
Cape Town and Bellville and were scheduled at times that
suited programme staff. They were willing to address additional questions and elaborate on their interview answers in
e-mail exchanges that took place after their interviews.
Consent to conduct the study was obtained from an Ethics
Review Committee of the Faculty of Commerce of the
University of Cape Town. Consent from WfW was obtained
from the National Assistant Director: M&E. Informed consent
was obtained from each interviewee prior to conducting the
interviews, and participation was voluntary.

Interviews

Impact theory

Semi-structured interviews were conducted with WfW staff.
Questions were tailored to the activities of each staff member,
but typically included questions about the CDM’s strengths and
weaknesses, awareness of the programme in the community,
enrolment practices, the intended target population, training,
and so on. Three interviews were conducted face-to-face, and
one via email, due to logistical difficulties.
Interviews were conducted with:
• WfW National Acting Deputy Director: Social
Development, who is responsible for WfW’s social development components across South Africa; this interview was
conducted via email
• WfW National Training Coordinator, who is responsible for
training and other implementation-related aspects across
South Africa
• WfW Regional Western Cape Assistant Director:
Implementation, who has been involved in the CDM since
its conception, and has both practical and theoretical
knowledge of the programme
• WfW National Assistant Director: Monitoring and
Evaluation, who is responsible for tracking and evaluating
the social development aspects of the WfW programme
across South Africa

The first ‘result’ of this study was the development of an
explicit impact theory for the CDM. The interviews with
programme staff, and document analyses, enabled us to
produce a visual representation of the programme’s outcome
chain; in other words, what outcomes the CDM is assumed to
achieve, and in what sequence (Fig. 1). Reading from the left,
it starts with a brief statement of the social development
problems it wishes to address, and the two main components
of the CDM (training and support). Its intended short-term
outcomes are increasing skills and knowledge. This in turn
is expected to lead to medium-term outcomes such as competent contractors who are employed and/or earn an income.
In the long run, the CDM has the ultimate intended outcome
(impact) of delivering successful entrepreneurs in the SMME
market – individuals who will be able to run their own
businesses.
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Results

Plausibility
The second research question referred to the plausibility of the
model: how likely it is that these outcomes will be achieved, as
understood from research findings in the existing literature. We
now turn to the findings in this regard.
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Problems

Unskilled
individuals
with a lack
of income
and
employment
opportunities

Intervention

Training

Support

Short-term outcomes

Medium-term outcomes

Increase WfW
contractor
knowledge

Skilled and
competent WfW
contractors

Increase alien
clearing skills

Employed
contractors

Long-term outcome

Successful
entrepreneurs
in the SMME
market

Increase income
generation

Increase
business
knowledge

Figure 1
Simplified version of the CDM’s impact theory

Given the assumptions of the CDM, an entrepreneurial lens
for assessing the plausibility of its theory was regarded as an
appropriate strategy. Despite its operational activities focusing on alien vegetation removal, the programme’s ultimate
social development goal is the development of independent
entrepreneurs, making a study of successful entrepreneurship
programmes entirely reasonable. A complicating factor in this
regard is the nature of this programme: it is specifically aimed
at individuals with limited opportunities and formal education, clearing alien plants in a developing-country setting. The
majority of entrepreneurship research has been conducted in
developed countries with very different populations in mind,
and may therefore have less relevance for present purposes.
Fortunately a number of studies have also been conducted
locally or in other developing countries (Botha et al., 2006;
Graaf, 2007; Brink, 1996; FinMark Trust, 2006; Herrington et
al., 2009; Ormond, 1993; Phaladi and Twala, 2008; Pretorius et
al., 2005; Smith and Perks, 2006).
The first question one could address to the literature is
whether entrepreneurship is teachable at all. There is good
evidence that entrepreneurs indeed can be developed through
appropriate training (Blanchflower and Oswald, 1998; Charney
and Libecap, 2000; Price and Monroe, 1992; Vor der Bruegge
et al., 1999). Nevertheless, authors such as Faris (1999) and
Henry et al. (2003) argue that, despite a growing body of literature in the SMME field, there is still uncertainty about whether
training can in fact contribute to individuals becoming successful entrepreneurs. Our cautious conclusion in this regard is that
there is sufficient evidence to at least continue with the CDM
training, because there is empirical (but equivocal) evidence to
support it.
A second question asked was whether the outcomes the
CDM envisages were supported by the literature. The main
outcomes associated with effective entrepreneurship programmes seem to be the following:
• Increased knowledge about running a business (Friedrich
et al., 2003; Garavan and O’Cinneide, 1994; Henry et al.,
2003, Johannisson, 1991; Solomon et al., 2002)
• Improved skills for running a business (Friedrich et al.,
2003; Garavan & O’Cinneide, 1994; Henry et al., 2003;
Johannisson, 1991; Solomon et al., 2002)
• Increased likelihood of entrepreneurs starting their first
business (Botha et al., 2006; Charney and Libecap, 2000;
Garavan and O’Cinneide, 1994; Garnie et al., 1991; Lee
and Wong, 2003)
• Increased likelihood of entrepreneurs starting multiple
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•
•
•
•

businesses (Botha et al., 2006; Garavan and O’Cinneide,
1994; Garnier et al., 1991; Lee and Wong, 2003)
Improved business performance (Friedrich et al., 2003;
Ronstadt, 1985; Sexton and Upton, 1987; Solomon et al.,
2002)
Increased motivation required for entrepreneurship (Graaf,
2007; Johannisson, 1991; Timmons and Spinelli, 2007)
Increased positive entrepreneurial attitude (Donckels, 1991;
Graaf, 2007; Kantor, 1988; Lee and Wong, 2003)
Improved skills for developing and utilising networks
(Klyver et al., 2008; Thorgren et al., 2011)

All but the last three outcomes are included in the CDM’s programme theory (Fig. 1), which implies that there is sufficient
overlap between the two sets of outcomes to conclude that the
programme model is generally in line with existing research
findings.
We subsequently turned our attention to the elements
contained in the CDM, and those of other entrepreneurship
development programmes.
Approaches to training
Politis (2005) argues that entrepreneurial learning is affected
by the context in which learning occurs, the content of what is
learned, as well as the processes through which learning takes
place. Gorman et al. (1997), as well as Hjorth and Johannisson
(2006), argue that the art of entrepreneurship is mainly learned
in the business environment through inductive, practical and
social experience and not in an educational setting. Smith and
Perks (2006) investigated the training intervention needs of
Black micro-entrepreneurs in South Africa. They argue that
various traditional training approaches may not be appropriate for these entrepreneurs due to their limited educational
qualifications. Furthermore, they see an experiential learning
approach, where experience precedes learning, as appropriate
for aspiring entrepreneurs with limited levels of education.
They explain that it is important for individuals to learn by
doing and to encourage participants to solve problems from a
multidisciplinary viewpoint. Exercises such as role play, management simulations, structured exercises and focused learning feedback sessions may be beneficial for the entrepreneur.
Shepherd and Douglas (1997) argue that an individual will
only really be able to learn when the skill that he/she is trying
to acquire, can be performed in an environment as close to real
life as possible.
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The CDM includes a number of experiential learning
elements which may facilitate contractors’ entrepreneurial
development. The programme is designed in such a way that
contractors receive initial training, and then start working on
their own contracts, while receiving further training and ongoing support. Contractors are therefore given the opportunity to
work in a relatively sheltered but ‘real life’ environment, before
moving on to more independent contracting work for WfW
and potentially outside of WfW. One can conclude that the
CDM uses appropriate approaches to entrepreneurial training,
improving the likelihood of achieving the intended outcomes.
Access to finance
The most common problem reported by South African SMMEs
is a lack of access to finance (Rogerson, 2000; FinMark Trust,
2006). Youth and people from rural areas are particularly
unlikely to have start-up capital (Herrington et al., 2009).
As far as the CDM is concerned, finance is not provided to
contractors. The CDM does, however, provide contractors
with tools and equipment to start their contracting businesses.
Contractors are expected to repay the equipment at no interest and at a depreciation value. They are also allowed to add
up to 20% of the labour costs to their total contract prices for
capital build-up purposes or for profit for developing their
business. By removing the responsibility of aspiring contractors to provide all of the necessary start-up capital, the CDM
addresses a serious obstacle that many aspiring entrepreneurs
face. Nevertheless, the intervention does not remove the obstacle of finance completely; it only alleviates the effects to some
extent by making equipment available. Many aspiring contractors may therefore still struggle to start their own alien-clearing
businesses.
This aspect of the programme is related to the selection
criteria mentioned above, and two prerequisites in particular:
having access to a vehicle, and a matriculation certificate.
According to interviewees these criteria are often relaxed,
especially in rural areas, because it is difficult to find aspiring
contractors among poor people who meet these conditions. An
analysis of the WIMS data from 2002 to 2010 revealed that
only 37.8% of the sample were women, compared to the 60%
target (data is stored on the WIMS in such a way that it was
not possible to provide an annual breakdown). In 2010, 28%
of contractors could be classified as ‘youth’ (data from earlier
periods could not be analysed in this way). Disability status is
not captured on the WIMS, but an interviewee reported that
it is difficult to appoint contractors with disabilities due to the
physical responsibilities of contractors.
Development of personal skills
Van Aardt and Van Aardt (1997) compiled a list of the most
pertinent personal skills documented in entrepreneurial literature (these skills are distinguished from business-operation
skills for the purposes of this study). This includes good
organisation, problem-solving, communication, stress management, leadership qualities, and negotiation. Similar skills were
identified by Bridge et al. (2003).
The CDM contractor training includes elements that
develop organisation, problem-solving, communication and
stress management skills as well as leadership qualities and
negotiation skills. Although these are skills that may not be
acquired through a relatively short course, the course can be
seen as sufficient for making contractors aware of the importance of these skills and their role in business.
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Business operations skills
According to Van Dyk et al. (2001), business operations skills
are key ingredients to entrepreneurial success. Theorists
(Hisrich and Peters, 1998; Solomon et al., 2002) explain that
these operational or technical business skills can include
general business management, budgeting, safety and security,
financial management, handling employees, and customer
relations.
Graaf (2007) distinguishes entrepreneurship skills from
other business skills. She argues that entrepreneurship skills
include management skills, the identification of entrepreneurship opportunities as well as the development of networking
abilities required for learning.
The contractor training component of the CDM covers a
broad range of business operating elements as well as entrepreneurship elements. These include general management (1 day),
financial management (2 days), human resource management
(1 day), legalities of having a business (1 day), business plan
development (half day), marketing (half day), budgeting, and
health and safety (1 day). Although many of these sessions are
relatively brief, the CDM does cover the main business operating skills documented in the literature. Assessing the effects
of the contractor training course would be an interesting and
important exercise for the CDM and a worthwhile topic for an
evaluation.
HIV/AIDS component
A small section in the training programme is dedicated to
HIV/AIDS, and is delivered by external providers. It provides
contractors with a brief overview of how HIV/AIDS can affect
a contracting team’s work and how contractors can practically
support individuals who are HIV-positive. It also indicates
that contractors have a ‘special responsibility’ to ensure that
people with HIV/AIDS are not victimised or discriminated
against. In each contracting team, an HIV/AIDS peer educator
is appointed.
Training material
In addition to appropriate activities, Brink et al. (2003) argue
that entrepreneurship training material is an important component of entrepreneurial learning. They explain that course
material should be focused on the practical application of
concepts and procedures. Training material that is developed
according to the levels of education of participants increases
the likelihood of achieving training objectives.
The CDM’s manual for contractors is practical, and
includes various exercises, illustrations and practical examples. It is written in a simple, but clear style. Contractors can
use the manual during the training course, but it can also
serve as a reference document that can guide them in the
field. The manual is however only available in English, which
may present a challenge for contractors with limited English
language skills.
Mentoring and networking
The literature review identified two potentially useful activities
that currently are not included in the CDM, namely mentoring
and networking.
Personal guidance through mentoring is said to enhance
entrepreneurial learning (St-Jean and Audet, 2009). Smith
and Perks (2006) argue that mentorship is a key component in
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entrepreneurial development and requires a supportive relationship between the inexperienced entrepreneur and an expert.
Phaladi and Twala (2008) also view poor mentoring as a severe
limiting factor for emerging entrepreneurs in South Africa.
The CDM currently does not include a mentorship component. Ongoing support is however offered by project managers
through assistance and guidance. Project managers, however,
do not have a dedicated time period that they are required to
spend with contractors. Their main responsibility is overseeing the contractors’ projects and ensuring that the contract is
completed according to the specified requirements. Brinkerhoff
and Montesino (1995) argue that support by supervisors before,
during and after training can lead to a greater transfer of training in the workplace. The support provided by project managers is more on an operational level and cannot be classified as
mentorship.
Despite the costly nature of mentoring, including an element of further support in the CDM may greatly enhance the
effects of the intervention. If one-to-one mentoring is not an
option due to budgetary constraints, it may be worthwhile to
investigate less expensive support options such as group sessions or referring contractors to non-governmental organisations (NGOs) that specialise in business support.
There is substantial evidence that networking is important
for entrepreneurs (Bergh, et al., 2009; Klyver et al., 2008;
Smith and Perks, 2006). In an Irish longitudinal study, interaction with other entrepreneurs was identified as one of the key
benefits of involvement in a one-year entrepreneurial programme (Henry et al., 2003).
Currently, the CDM does provide informal opportunities
for contractors to network with other contractors as well as
with project managers. No other networking opportunities,
however, are offered. Providing contractors with networking
opportunities could be even more important in rural or lowincome areas where limited potential business opportunities
exist.
Concluding the plausibility analysis, it would appear that
the CDM compares quite well with what is known from the
research literature about entrepreneurship programmes. Firstly,
training for entrepreneurship is a reasonable intervention to
employ, even if the evidence for effectiveness is equivocal.
Secondly, the outcomes that it pursues are largely in line with
what others have identified. Thirdly, the CDM includes almost
all of the critical entrepreneurship programme components
reported in the literature, even adding an HIV/AIDS awareness
component to acknowledge the situation in South Africa. The
addition of two aspects identified from the literature, mentoring and networking, may enhance the ability of contractors to
develop into entrepreneurs.

Recommendations and conclusion
We have already mentioned two considerations that may
strengthen the effectiveness of the training: mentoring and
networking. Mentoring in particular is a potentially costly
addition, and may have to be considered carefully.
The present study was often impeded by the nature of
the data collected by the programme. In most cases, this was
not due to a lack of data, but due to the manner in which
the data was collected. A 1997 evaluation conducted by the
Ingenieurbüro für Landentwicklung (1997), in association with
the Institute of Natural Resources, indicated that, in order to
assess the socio-economic impact of the WfW programme as
a whole, coherent M&E systems should be implemented. This
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report also mentioned the need for baseline studies. Six years
later a report prepared by Common Ground Counsulting (2003)
indicated that an overall evaluation of WfW’s social development interventions was unrealistic due to the lack of baseline
information. Despite these consistent recommendations around
the need for increased and improved monitoring, WfW does
not collect data on what contractors do when they are no longer
involved with WfW. The programme will certainly benefit
from an effort to identify key information to be tracked, and
the introduction of a monitoring system to do so. It is impossible to track all programme information, but programme staff
could take strategic decisions as to what information should
be collected. If these monitoring efforts furthermore become
embedded in programme activities rather than as something
additional to be done, it could improve the way WfW achieves
its results. We would go further, and recommend that the
programme moves towards outcomes-based monitoring, and
not just the monitoring of inputs or activities. This would be
in line with a movement towards results-based monitoring and
evaluation, in order to manage for results (Kusek and Rist,
2004).
In our contact with the CDM we were struck by the relative
lack of assessment that takes place. For example, the results of
the training provided by service providers are not measured,
even though it can give WfW important information on what is
being achieved. Contractors too are not being assessed, which
means that contractors may be entering the field without the
necessary minimum requirements. Mangoale (2009), conducting a process evaluation in the Limpopo Province, also commented that training within the CDM and WfW is not assessed,
monitored or evaluated as recommended.
As indicated above, some of the selection requirements
may not be realistic for the poorest segment of South Africa’s
population. We suggest that these criteria be re-visited, and
their appropriateness be reconsidered in the light of the characteristics of the existing participants in the programme.
Finally, the impact theory of the CDM envisages a longterm outcome of employment or entrepreneurial opportunities based on the new skills acquired. This study has shown
that the programme’s model or theory is a plausible one,
based on existing research. What our study could not do
is comment on the plausibility of the long-term outcome
being achieved. Unfortunately, the evidence for that is not
promising. Tobias (1999), for example, indicated that it may
not be a lack of skills or credentials that prohibit economic
advancement, but a lack of economic prospects or opportunities. Similarly, Bhorat et al. (2002) and McCord (2003) have
argued that the sustainability of training is largely dependent
on an individual’s ability to find work. It therefore remains
an open question whether these long-term effects will in fact
materialise, even if the short- and medium-term outcomes
are achieved.

References
BERGH P, THORGREN S and WINCENT J (2009) Entrepreneurs
learning together: The importance of building trust for learning and exploiting business opportunities. Int. Entrepreneurship
Manage. J. 1 DOI: 10.1007/s11365-009-0120-9.
BHORAT H, LUNDALL P and ROSPABE S (2002) The South African
labour market in a globalizing world: economic and legislative
considerations. ILO Employment Paper 2002/32. International
Labour Office, Geneva.
BLANCHFLOWER D and OSWALD A (1998) What makes an entrepreneur? J. Labor Econ. 16 26–60.

799

BOTHA M, NIEMAN GH and VAN VUUREN JJ (2006) Evaluating
the Women Entrepreneurship Training Programme: A South
African study. Int. Indigenous J. Entrepreneurship Adv. Strategy
Educ. 2 1–16.
BRIDGE S, O’NEIL K and CROMIE S (2003) Understanding
Enterprise, Entrepreneurship and Small Business. Palgrave,
London.
BRINK A, CANT M and LIGTHELM A (2003) Problems experienced
by small businesses in South Africa. Paper presented at 16th Annual
Conference of Small Enterprise Association of Australia and New
Zealand, 28 September – 1 October 2003, Ballarat, New Zealand.
BRINK JSJ (1996) Reasons for failure of small business – A comparative literature review between SA and foreign small-business
enterprises. Unpublished Master’s dissertation, University of
Potchefstroom, Potchefstroom, South Africa.
BRINKERHOFF R and MONTESINO M (1995) Partnerships for
training transfer: Lessons from a corporate study. Hum. Resour.
Dev. Q. 6 263–274.
CHARNEY A and LIBECAP GD (2000) Impact of Entrepreneurship
Education. Insights. A Kauffman Research Series. Kauffman
Center for Entrepreneurial Leadership, Kansas City.
COMMON GROUND CONSULTING (2003) External evaluation of
the Working for Water programme. Synthesis Report. URL: http://
www.dwaf.gov.za/wfw/docs/CommonGround,2003.pdf. (Accessed
2 November 2010).
DONCKELS R (1991) Education and Entrepreneurship Experiences
from Secondary and University Education in Belgium. J. Small
Bus. Entrepeneurship 9 35–42.
DWA (DEPARTMENT OF WATER AFFAIRS, SOUTH AFRICA)
(2010) Welcome to the Working for Water webpage. URL: http://
www.dwaf.gov.za/wfw/ (Accessed 2 November 2010).
DONALDSON SI (2007) The Emergence of Program Theory-Driven
Evaluation Science. Taylor & Francis Group, New York.
FARIS S (1999) Seeking entrepreneurial origins: Are entrepreneurs
born or made? Kauffman Centre for Entrepreneurial Leadership.
Digest 99.
FINMARK TRUST (2006) FinScope Small Business Survey Report.
URL: http://www.finmarktrust.org.za (Accessed 1 June 2011).
FRIEDRICH C, GLAUB M, GRAMBERG K and FRESE M (2003)
Does training improve the business performance of small scale
entrepreneurs: An evaluation study. Unpublished report. University
of the Western Cape, Bellville, South Africa.
GARAVAN TN and O’CINNEIDE B (1994) Entrepreneurship education and training programmes: A Review and Evaluation – Part 1.
J. Eur. Ind. Training 18 3–12.
GARNIER B, GASSE Y and RAYNAL C (1991) Evaluation of a tele
vised course in entrepreneurship. J. Small Bus. Entrepreneurship
9 25–34.
GORMAN G, HANLON D and KING W (1997) Some research
perspectives on entrepreneurship education, enterprise education
and education for small business management: A ten-year literature
review. Int. Small Bus. J. 15 56–77.
GRAAF R (2007) The extent of entrepreneurship, business knowledge and skills within micro and small businesses on the
mid-south coast of KZN. Unpublished Masters of Business
Administration dissertation, University of KwaZulu-Natal,
Durban, South Africa.
HAIGH L (2001) Whacking wattles for water – the South African
Working for Water Project: An innovative integrated approach to
social and environmental rehabilitation. Science in Africa 6 URL:
http://www.scienceinafrica.co.za/2001/june/wfw.htm (Accessed
1 October 2012).
HATRY HP (2004) Using agency records. In: Wholey JS, Hatry
HP and Newcomer KE (eds.) Handbook of Practical Program
Evaluation (2nd edn.). Jossey-Bass, San Francisco. 396–411.
HENRY C, HILL F and LEITCH C (2003) The effectiveness of training for new business creation. A longitudinal study. Int. Small Bus.
J. 22 249–271.
HERRINGTON M, KEW J and KEW P (2009) South Africa 2008
Report. Global Entrepreneurship Monitor. URL: http://www.
gemconsortium.org/files.aspx?Ca_ID=126. (Accessed 2 November
2010).

800

HISRICH RD and PETERS MP (1998) Entrepreneurship. Irwin
McGraw-Hill, Boston.
HJORTH D and JOHANNISSON B (2006) Learning as an entrepreneurial process. In: Fayolle A (ed.) Handbook of Research in
Entrepreneurship Education. Edward Elgar, Cheltenham. 46–66.
INGENIEURBÜRO FÜR LANDENTWICKLUNG (1997) Working
for Water Programme Evaluation Report. Ingenieurbüro für
Landentwicklung, Florstadt in association with Institute of Natural
Resources, Pietermaritzburg. URL: http://www.dwaf.gov.za/wfw/
docs/Breenetal.,1997.pdf (Accessed 2 November 2010).
JOHANNISSON B (1991) University training for entrepreneurship: A
Swedish approach. Entrepreneurship Regional Dev. 3 67–82.
KANTOR J (1988) Can entrepreneurship be taught? A Canadian
experiment. J. Small Bus. Entrepeneurship 5 12–19.
KLYVER K, HINDLE K and MEYER D (2008) Influence of social
network structure on entrepreneurship participation. A study of 20
national cultures. Int. Entrepreneurship Man. J. 4 331–347.
KUSEK J and RIST R (2004) Ten steps to a results-based monitoring
and evaluation system. World Bank, Washington DC.
LEE L and WONG PK (2003) Attitude towards entrepreneurship education and new venture creation. J. Enterprising Cult. 11 339–357.
MAGADLELA D and MDZEKE N (2004) Social benefits in the
Working for Water programme as a public works initiative. S. Afr.
J. Sci. 100 94–96.
MANGOALE NT (2009) Process evaluation of social development
interventions of the Working for Water Programme in Mamathola
and Great Letaba Projects. Unpublished Master’s thesis, University
of Stellenbosch, Stellenbosch, South Africa.
McCORD A (2003) An overview of the performance and potential
of public works in South Africa. Paper presented at DPRU/TIPS
Forum, 8–10 September 2003, Johannesburg, South Africa.
ORMOND KD (1993) Management development: An investigation
of some issues and problems in small businesses with special
reference to the SA formal small business manufacturing sector.
Unpublished Master’s dissertation, University of Natal, Durban,
South Africa.
PHALADI MJ and THWALA WD (2008) Critical success factors
for small and medium sized contractors in North West province,
South Africa. Paper presented at 5th Post Graduate Conference
on Construction Industry Development, 16–18 March 2008,
Bloemfontein, South Africa.
POLITIS D (2005) The process of entrepreneurial learning: A conceptual framework. Entrepreneurship: Theory Pract. 29 399–424.
PRICE C and MONROE S (1992) Educational training for women
and minority entrepreneurs positively impacts venture growth.
Frontiers Entrepreneurship Res. 1992 216–230.
PRETORIUS M, NIEMAN G and VAN VUUREN J (2005) Critical
evaluation of two models for entrepreneurial education: An
improved model through integration. Int. J. Educ. Manage. 19
413–427.
ROGERSON CM (2000) Successful SMEs in South Africa: The
case of clothing producers in the Witwatersrand. Dev. S. Afr. 17
711–740.
ROGERSON CM (2008) Tracking SMME development in South
Africa: Issues of finance, training and the regulatory environment.
Urban Forum 19 61–81.
RONSTADT R (1985) Training potential entrepreneurs. In: Kao J and
Stevenson H (eds.) Entrepreneurship: What it is and how to teach
it. Harvard Business School Press, Boston MA. 191–204.
ROSSI PH, LIPSEY MW and FREEMAN HE (2009) Evaluation: A
Systematic Approach (2nd edn.). Sage Publications, Thousand Oaks,
CA.
SADAN M (2008) Gendered analysis of the Working for Water
programme: A case study of the Tsitsikamma Working for Water
project. South African Regional Poverty Network. URL: www.
sarpn.org.za/documents/.../P1337-watergender_Sadan_Idasa.pdf
(Accessed 2 November 2010).
SEXTON DL and UPTON N (1987) Evaluation of an innovative
approach to teaching entrepreneurship. J. Small Bus. Manage. 25
35–43.
SHEPHERD DA and DOUGLAS EJ (1997) Is management education
developing, or killing, the entrepreneurial spirit? Paper presented at

http://dx.doi.org/10.4314/wsa.v38i5.19
Available on website http://www.wrc.org.za
ISSN 0378-4738 (Print) = Water SA Vol. 38 No. 5 October 2012
ISSN 1816-7950 (On-line) = Water SA Vol. 38 No. 5 October 2012

United States Association for Small Business and Entrepreneurship
Conference, 21–24 June 1997, San Francisco, CA.
SMITH EE and PERKS S (2006) Training interventions needed for
developing black micro-entrepreneurial skills in the informal sector: A qualitative perspective. S. Afr. J. Hum. Resour. Manage. 4
17–26.
SOLOMON GT, DUFFY S and TARABISHY A (2002) The state of
entrepreneurship education in the United States: A nationwide
survey and analysis. Int. J. Entrepreneurship Educ. 1 1–22.
ST-JEAN E and AUDET J (2009) The role of mentoring in the learning development of the novice entrepreneur. Int. Entrepreneurship
Manage. J. DOI: 10.1007/s11365-009-0130-7.
TIMMONS JA and SPINELLI S (2007) New Venture Creation:
Entrepreneurship for the 21st Century (7th edn.). McGraw-Hill/
Irwin, New York.
THORGREN S, WINCENT J and ÖRTQVIST D (2011) Unleashing
synergies in strategic networks of SMEs: The influence of

http://dx.doi.org/10.4314/wsa.v38i5.19
Available on website http://www.wrc.org.za
ISSN 0378-4738 (Print) = Water SA Vol. 38 No. 5 October 2012
ISSN 1816-7950 (On-line) = Water SA Vol. 38 No. 5 October 2012

partner fit on corporate entrepreneurship. Int. Small Bus. J. DOI:
10.1177/0266242610375292.
TOBIAS R (1999) Lifelong learning under a comprehensive national
qualifications framework: Rhetoric and reality. Int. J. Lifelong
Educ. 18 110–118.
VAN AARDT I and VAN AARDT C (1997) Entrepreneurship and
New Venture Management. Oxford University Press, Cape Town.
VAN DYK PS, NEL PS, LOEDOLFF P and HAASBROEK GD (2001)
Training Management: A Multidisciplinary Approach to Human
Resources Development in Southern Africa. Oxford University
Press, Cape Town.
VOR DER BRUEGGE E, DICKEY J and DUNFORD C (1999) Cost of
education in the freedom from hunger version of credit with education implementation. Freedom from Hunger Research Paper No. 6.
Freedom from Hunger, Davis.
WEISS C (1998) Evaluation Methods for Studying Programs and Policies. (2nd ed.). Prentice-Hall, Upper Saddle River, NJ.

801

802

http://dx.doi.org/10.4314/wsa.v38i5.19
Available on website http://www.wrc.org.za
ISSN 0378-4738 (Print) = Water SA Vol. 38 No. 5 October 2012
ISSN 1816-7950 (On-line) = Water SA Vol. 38 No. 5 October 2012

