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AIDS

Acquired immunodeficiency syndrome

CBO

Community-based organisation

CBW

Community-based worker

CDW

Community development worker

CLO

Community liaison officer

CSR

Corporate social responsibility

DoA

Department of Agriculture

DSD

Department of Social Development

FBO

Faith-based organisation

GBV

Gender-based violence

HBC

Home-based care

HCBC

Home community-based care

HIV

Human immunodeficiency virus

ICT

Information and communications technology

IDP

Integrated development plan

IDT

Independent Development Trust

ISRDP

Integrated Sustainable Rural Development Programme

LA

Livelihoods analysis

LED

Local economic development

M&E

Monitoring and evaluation

NGO

Non-government organisation

NPO

Non-profit organisation

PPP

Public-private partnership

PRA

Participatory Rural Appraisal
PRP

Poverty Relief Programme

SMME

Small, micro and medium enterprise

TOR

Terms of reference

UNFPA
United Nations Population Fund

URP

Urban Renewal Programme

VEC

Victim Empowerment Centre
EXECUTIVE SUMMARY
Introduction 

1. This synthesis report draws from chapter 3b of evaluation studies that were carried out in the second half of 2006 to evaluate the Department of Social Development (DSD)’s Poverty Relief Programme (PRP) projects in the Integrated Sustainable Rural Development Programme (ISRDP) and Urban Renewal Programme (URP) nodes. A total of 86 PRP projects were reviewed. Of these, 19 (22%) were assessed by participants in focus group discussions with researchers as having some measure of success. The synthesis attempts to highlight the factors that characterise the more successful projects, while also identifying some of the blockages to greater success in these and in the other projects.

Review and evaluation of documents related to the PRP and its local projects

2. Review and evaluation of documents proved to be difficult as most documents relating to PRP projects were not available at district level. Lack of documentation at district and local level raises issues of ownership and control. Without access to basic project documentation - including the original and any revised business plans, progress reports and financial reports – it is difficult for district level stakeholders to engage in any meaningful way with the project.

Service providers and implementation mechanisms

3. A range of service providers are responsible for implementing PRP projects, including DSD, other government departments, local and district municipalities, the Independent Development Trust (IDT) and in a few nodes non-government service providers. There was less involvement of municipalities and non-governmental service providers than might be expected. There was no clear relationship between the institutions providing services and the success or failure of projects.

4. The most common management structure was a project management committee. In at least some cases participants elected the committee. In others there was no clear indication of how the structure was chosen. In a few projects service providers or other external agents managed the project. The more successful projects mostly had management committees.

5. From the information that exists, it is clear that the major type of accountability is upward to donors (mainly DSD) for project activities and finances. It is impossible to say whether this is a result of lack of information on downward accountability or whether there is little downward accountability in practice. Most accountability arrangements were based on formal reports and meetings. Control over decision making stood out as a key issue for accountability. Where there was both upward and downward accountability, community-based management was a pivot around which this functioned.

6. The main source of funding was through DSD grants. In some projects (but a minority) there was a mix of funding. The sources included other departments, local municipalities (especially for infrastructure) and a few private sector donors. Very few projects were generating their own income or earning income from interest. In some isolated cases members’ contributions were a source of funds. In many cases DSD funding was channelled through service providers or management support organisations, notably the IDT. Lack of transparency and haphazard disbursement procedures were an issue in a number of nodes. A high proportion of the more successful projects had income sources (or at least in-kind contributions such as training) beyond DSD grant funding.

7. DSD and IDT, on behalf of DSD, monitored a lot of the projects. Community liaison officers (CLOs), and to a far lesser degree community development workers (CDWs) played a role in monitoring and evaluation (M&E) in some projects, as did service providers. It is apparent from responses that M&E is narrowly conceived as reporting to funders about how money is being used. Most M&E systems are weak and the crucial role of M&E in iterative and participatory planning processes is almost entirely neglected.

Beneficiaries’ perceptions of project implementation and benefits

8. Projects came to the communities in three main ways: community initiated; through community meetings; and top-down introduction of projects that were conceptualised outside the community and then people were invited to participate. There were a fairly high proportion of projects where community members had some input into the type of project, since both the community-initiated projects and the projects that were developed through community meetings had some level of involvement. Sufficient care was not always taken when building on pre-existing community initiatives, sometimes damaging these initiatives in the process.

9. In a large number of projects beneficiaries selected themselves or volunteered to participate. The second most common form of selection was through some system of targeting or meeting criteria for inclusion. Criteria mostly were based on vulnerability, and included age, HIV status, unemployment and poverty. The most common agents that did the targeting were communities at meetings, followed by local councillors.

10. Overall there were more positive responses about whether the projects improved the lives of participants/beneficiaries than there were negative responses. A sizeable minority of respondents indicated that they gained some income from participating in the projects. Training and skills, and improvements in food security were also mentioned as benefits. Less mentioned but still of some importance were social and psychological benefits. From a negative point of view, a minority (maybe around one-fifth) of projects reported limited or no benefit from their involvement in projects.

11. The majority of respondents indicated that they did have a sense of ownership of the project. A small but not insignificant proportion of respondents indicated either limited or ‘some’ sense of ownership. For these groups, lack of participation in decision making or management of the projects was the main issue. A smaller, but again not entirely insignificant, group (around one-sixth of respondents) did not feel they had any ownership of the projects.

12. Training, institutional support, marketing, the provision of infrastructure and services, and funding were the main suggestions for improvements in order of priority. Other important suggestions included physical space to run projects from, and the provision of materials or equipment. A number of suggestions were made regarding the internal functioning of projects.

Role of NPOs, types of services they provide and strengths and weaknesses

13. Non-profit organisations (NPOs) provided a range of services including skills development (technical, business and life skills), technical/practical support, business and management support, organisational development, advice and information, awareness raising, home-based care, counselling, food distribution and M&E.

14. The strengths of NPOs included their knowledge in their areas of work, access to funds, premises and equipment, responsiveness to local needs, links to other stakeholders including business and traditional authorities and good organisation and management.

15. Key weaknesses of NPOs identified included their lack of resources (human and financial) and a dependence on external funding, and insufficient capacity to meet demand for services. Some were confronted with lack of basic infrastructure. NPOs were heavily dependent on volunteer staff, resulting in high staff turnover.

Challenges encountered in the formulation and implementation of local projects

16. Many of the projects were not designed and planned from the ground up. The most important issue to emerge in relation to planning was the need to involve community members in the design and planning process. In some cases there were no or incomplete business plans, the plans were poorly designed or inflexible, and business plans were taken away with officials or consultants who had designed them, leaving project members with no guidance on how to proceed. Some plans were also unrealistic and were only meant to source funding. A significant number of respondents indicated the need for more rigorous planning built on stakeholder discussion, and structuring integrated support into planning at an early stage.

17. Project implementation is beset by the problems arising from poor planning. The most regularly cited challenge with regard to implementation related to lack of plans, failure to follow plans, inappropriate plans or inadequate plans. The lack of markets, transport, skills and location of projects resulted in underperformance in a significant minority of projects and these are all planning issues. Lack of resources and skills were issues for implementation.

18. Two main issues stood out with regard to ownership of projects. The first was the extent to which participants were involved in making decisions for the project. A second issue was the extent to which participants initiated the projects themselves. In a number of projects, lack of commitment or motivation among participants was a major challenge. This can be considered to be a symptom of lack of ownership rather than a cause. As with all groups, there were broader challenges around active and non-active members.
INTRODUCTION
1. The DSD commissioned a study to review its contribution to the ISRDP and the URP. It seeks to learn in particular from the experience of the PRP projects that it has implemented in the 13 ISRDP nodes (each of which is a district municipality expect Maluti-a-Phofung in the Free State which is a local municipality) and the eight URP nodes (each of which is a defined urban area). DSD also wishes to focus on the projects to be carried out under the United Nations Population Fund (UNFPA) Second Country Programme in the ISRDP nodes of Eastern Cape, KwaZulu-Natal and Limpopo Provinces. 

2. The PRP is about to shift from implementation by the national DSD to implementation through provincial governments. DSD is keen to have inputs from this research on ways to make project delivery more effective in alleviating poverty and vulnerability. 

3. A key question for the PRP was what the new phase of PRP implementation through provincial governments could draw from the lessons of the first phase, which was through DSD at national level.
4. This synthesis report draws from chapter 3b of evaluation studies that were carried out in the second half of 2006 to evaluate PRP projects in the ISRDP and URP nodes. A total of 86 PRP projects were reviewed. Of these, 19 (22%) were assessed by participants in focus group discussions with researchers as having some measure of success. The synthesis attempts to highlight the factors that characterise the more successful projects, while also identifying some of the blockages to greater success in these and in the other projects. Because of the qualitative nature of the research process and the data collected, the synthesis report does not attempt to make quantitative comparisons. Rather the aim is to identify trends or tendencies in the way projects were developed and unfolded, with a view to highlighting strengths, weaknesses and potentials across all the projects.
REVIEW OF MECHANISMS PUT IN PLACE FOR IMPLEMENTATION OF LOCAL PROJECTS
Review and evaluation of documents related to the PRP and its local projects

5. Review and evaluation of documents proved to be difficult as most documents relating to PRP projects were not available at district level. In a number of nodes all project documentation for projects funded by national DSD is held nationally and not at the district. Districts did not even have copies that would have served as a reference for monitoring of projects based on the original objectives of the project. In most cases project members did not have any documentation relating to their projects, and nor did service providers. Most projects were operating without service level agreements, and in many cases there are no implementation support plans. Even where there are service agreements, the terms of the agreement regarding management, support and monitoring are not always met. Generally speaking, record keeping systems are very poor, making evaluation difficult.
6. Lack of documentation at district and local level raises issues of ownership and control. The general sense one gets is that PRP projects were formulated from the top and limited ownership resides with anyone at the district level, be they DSD, local or district municipalities, project members, or communities and beneficiaries of projects. Even where pre-existing projects were funded through the PRP, participants often felt that control was taken away from them as a result. More will be said about this later.
7. Without access to basic project documentation - including the original and any revised business plans, progress reports and financial reports – it is difficult for district level stakeholders to engage in any meaningful way with the project.
Service providers and implementation mechanisms

Which service providers are responsible for implementing?

8. A range of service providers are responsible for implementing PRP projects. In about half the nodes DSD was directly involved in providing services to some projects. In some cases DSD provided oversight. Other government departments were also involved in service provision to PRP projects, especially the departments of Agriculture and Health. Local and district municipalities were also involved in providing services in some nodes, but not as many as would be expected. The IDT provided services in a number of nodes in the Eastern Cape, KwaZulu-Natal, Free State and Limpopo. In a few nodes non-government service providers provided services but, again, this was less than would be expected. There were very few academic institutions or private sector service providers. Some projects had a high level of dependence on service providers. In OR Tambo ISRDP node there were no service providers and no mechanisms in place for the implementation of local projects.
9. There were difficulties in some nodes for district level DSD to engage with service providers because the latter were selected at provincial level. The weak relationship between district and province is a key theme that runs through the evaluation of the PRP.
10. There was no clear relationship between the institutions providing services and the success or failure of projects. This indicates that other variables are more important than who the service provider is in determining the success of a project.
How are the projects managed?

11. The most common management structure was a project management committee. In projects where there were a number of sub-projects, cluster management structures with representation from each sub-project were quite common. In at least some cases participants elected the committee. In others there was no clear indication of how the structure was chosen. In most cases the composition of the management team was not specified. Some projects had a Board that provided oversight to management.
12. In a few projects service providers or other external agents managed the project. CLOs played a part in managing projects in a few instances, but not in many projects. These projects were found in the Eastern Cape.
13. In some cases there was no formal management structure at all, and in one a very heavy management structure comprising an executive committee, a steering committee and a management committee. It was fairly common to see a project co-ordinator, more often coming from a support organisation but sometimes situated in the project itself.
14. The more successful projects mostly had management committees. The extent to which these were elected is not clear from the information provided in the reports. These projects also tended to have some kind of additional management support (DSD, local municipalities or other service providers) and some also had a project co-ordinator dedicated to the project.
What are the accountability arrangements?

15. Accountability operates at different levels and in different directions. Upward accountability refers to the accountability of the project members and management to donors, funders or political heads, and of service providers to donors. Downward accountability refers to project leaders’ accountability to members and to the broader community, but also accountability of donors and service providers to the project members.
16. Information on most of these types of accountability was not drawn out in the evaluation. From the information that exists, it is clear that the major type of accountability is upward to donors (mainly DSD) for project activities and finances. It is impossible to say whether this is a result of lack of information on downward accountability or whether there is little downward accountability in practice. This is not to say there were not instances of downward accountability that were reported.
17. Most accountability arrangements were based on formal reports and meetings. Management committees generally reported to DSD or the IDT or CLOs as proxies who then reported up to DSD. Where projects were managed externally the management team accounted upward, but there is little evidence or information on downward accountability in these circumstances. 
18. Control over decision making stood out as a key issue. Even if management committees were upwardly accountable (or at least the formal structures or mechanisms were in place to allow them to be), the decisions they presented upwards were not always democratically taken. Section 2.3.2 below on participants’ views of ownership indicates this to be an important concern. Where there was both upward and downward accountability, community-based management was a pivot around which this functioned. In a small minority of projects accountability was created through meetings between service providers, managers and community members, or management, project staff and beneficiaries.
What are the funding arrangements?

19. Given that the evaluation is on DSD’s PRP projects it is not surprising that the main source of funding was through DSD grants. In some projects (but a minority) there was a mix of funding. The sources included other departments, local municipalities (especially for infrastructure) and external donors (including international donors in one case, and a few private sector sponsors). Corporate Social Responsibility (CSR) funding is a huge untapped source that could provide the basis for viability for many projects. Very few projects were generating their own income or earning income from interest. In some isolated cases members’ contributions were a source of funds. The lack of other sources of funding – especially loans for business-type projects and income generated from projects is apparent. This links to issues of access to credit and to project design. It is clear (as shown below) that many of the projects are designed to be income-generating projects but are not, resulting in a total reliance on ongoing grants when this was not planned for.
20. In many cases DSD funding was channelled through service providers or management support organisations, notably the IDT.
21. Different projects require different types of funding. Two major types of project are evident: income-generating projects and welfare support projects. Income-generating projects are potential businesses that require start-up funding and support for equipment and infrastructure, but should be expected to become financially independent over time. Welfare support projects, on the other hand, cannot reasonably be expected to be financially sustainable. Their role is to provide much needed services as an extension of government’s responsibilities. Home-based care is an example of these projects. These projects will need constant funding and sustainability refers more to the systems that ensure that they continually receive an adequate share of resources to perform these public service functions. However, a lot of the projects fall between these two types. They are partially conceived as welfare projects to meet some basic needs, including food security. But there is also an idea that they might be able to convert themselves into income-generating projects over time. This opens up questions about the most effective use of public resources, an issue dealt with in more detail in section 2.3.5 below.
22. In some cases disbursement was through the IDT, but in most cases it was not specified. Disbursement procedures were an issue in a number of nodes. Projects reported that money just arrived “when it suits DSD” and committees were not aware of any system or schedule. In one case in the Eastern Cape, after waiting a long time for the money, it was deposited with a notice to spend within unrealistic timeframes, supposedly according to a schedule of the DSD. In other cases project members reported that money arrived haphazardly or in ad hoc fashion. Disbursements did not always match the terms of the business plans. Projects were forced to plan on “money in the bank” and not on the funding that was meant to be allocated according to the plan. Some projects indicated that the plans were changed unilaterally at provincial level without consultation, causing the project to fall into crisis and leading members to say “DSD should take its money and go away”.
23. A high proportion of the more successful projects had income sources (or at least in-kind contributions such as training) beyond DSD grant funding. In some cases this was additional external funding, but in quite a number it was income generated through project activities or ongoing contributions or donations from members. This point should be obvious because one of the key measurements of success for project members is the ability of the project to generate income.
What M&E systems are in place?

24. DSD and IDT, on behalf of DSD, monitored a lot of the projects. CLOs, and to a far lesser degree CDWs played a role in M&E in some projects, as did service providers. In a few cases management committees monitored and reported to IDT or DSD. The main forms of monitoring were through meetings at varying intervals and reports. However, in quite a number of projects there was no formal M&E system in place at all, or M&E was not being done. These included projects where the IDT was meant to be providing M&E support but was not.
25. It is apparent from responses that M&E is narrowly conceived as reporting to funders about how money is being used. Most M&E systems are weak and are more about fetching and delivering reports than meaningful M&E. The crucial role of M&E in iterative and participatory planning processes is almost entirely neglected. M&E is taken as a bureaucratic rather than a learning function. There is a heavy reliance on service providers and limited beneficiary participation beyond the direct activities of the projects in a number of nodes.
26. The more successful projects generally had functioning M&E systems in place. DSD and IDT were involved in M&E in many of these, suggesting an important role for DSD or a proxy in this regard. Regular reporting and the use of annual audits were also characteristics of the more successful projects.
Beneficiaries’ perceptions of project implementation and benefits

27. Before entering into a discussion on beneficiary perceptions of projects it is necessary to identify which beneficiaries are being referred to. As mentioned earlier, there are two main types of project: those that provide welfare services to others, and those that aim to generate income for their members. In the former, the main beneficiaries should be the people who are receiving services form the projects. In the latter, by contrast, beneficiaries are the direct grant recipients, the project members themselves. It is not entirely relevant to ask participants in welfare service projects whether the project has benefited them in any way. It is important that they are not losing opportunities or income from their participation, but the point of these projects is to provide a service to others – the real beneficiaries. 
How were projects introduced to the community?

28. Projects came to the communities in three main ways. The first way was through a process where community members initiated projects themselves. These can also be divided between those that were set up prior to any DSD involvement and those that were set up following a call from DSD for proposals. The second way that projects were introduced was through community meetings, usually called by DSD, the municipality or councillor. Community meetings were mostly called through advertising, word of mouth or going door-to-door to inform people. The third way was a top-down introduction of projects that were conceptualised outside the community (DSD or municipality) and then people were invited to participate.

29. The way projects were introduced to the communities was fairly evenly spread between these. This suggests a fairly high proportion of projects where community members had some input into the type of project, since both the community-initiated projects and the projects that were developed through community meetings had some level of involvement. However, there is little evidence of detailed needs assessments or prioritisation beyond DSD’s policy focus on specific programme areas. There appears to have been a failure to adapt the broad policy framework to the needs of local constituencies, resulting in the adoption of inappropriate projects in some instances. 
30. Sufficient care was not always taken when building on pre-existing community initiatives. The story of a set of projects that were requested to cluster together to get funding is instructive:
“Pre-existing projects were clustered into one to get DSD funding. On the basis of drawing up a business plan they could qualify for funding from DSD. The officials arrived at the meeting with a pre-drafted business plan which had to be filled in by the projects.  The implications of this plan, and how it would affect the different projects, were never considered. “DSD came like a storm over us”. The projects simply responded because they heard that there was money involved. They were forced to operate according to the DSD’s business plan.”
31. The more successful projects were mostly either community-initiated projects that subsequently received DSD funding, or they were projects that DSD or other government departments introduced as part of their own plans. Few of the projects initiated as a result of a general community meeting were successful. This may suggest that more thought needs to be put into the planning of projects and how they fit into strategic objectives, or otherwise how they build on existing initiatives.
How were beneficiaries selected?

32. In a large number of projects beneficiaries selected themselves or volunteered to participate. This was the most common form of selection. The second most common form of selection was through some system of targeting or meeting criteria for inclusion. This applied both to participants in projects and to beneficiaries of project activities. Criteria mostly were based on vulnerability, and included age, HIV status, unemployment and poverty. In some cases there was some geographical targeting, in part to ensure that resources were spread more evenly across a locality. The most common agents that did the targeting were communities at meetings, followed by local councillors. Lists and referrals were tools for identifying beneficiaries in a few cases. In a few cases participants’ ability to pay membership fees or who had the appropriate skills were selected. In other cases project management chose beneficiaries, in some the existing participants chose additional beneficiaries and in a few cases community organisations or development fora were involved in selecting beneficiaries. There was no mention in any of the reports about the accountability to the community at large of the agents who chose.
33. It is apparent that there is no standard approach to the selection of beneficiaries. This opens the door to potential abuse of power, in the form of favouritism, of those who have the power to select. This was raised as an issue in at least one instance. When read in conjunction with sections 2.3.4 and 4.3 on ownership, it becomes clear that there are significant problems of lack of ownership of projects amongst members and/or beneficiaries. In a few cases individual families or the few individuals who initiated the project retained a high level of control over who could participate, who made decisions and how they were made. Community selection mechanisms were not always effective in involving the marginalised and less powerful, and in some cases projects meant for the poor were captured by local elites.
34. Beneficiaries in the more successful projects tended to be selected either through volunteering through an open process (bearing in mind that community meetings may not always be open to everyone in reality), or were selected on the basis of some criteria. In a smaller number of the more successful projects, people who were previously involved in the project were taken as beneficiaries once DSD began funding.
How have the projects improved beneficiaries’ livelihoods?

35. Overall there were more positive responses about whether the projects improved the lives of participants/beneficiaries than there were negative responses. A sizeable minority of respondents indicated that they gained some income from participating in the projects. For most this was not a lot, but it helped. The type of income generation varied widely. For some, income was from stipends paid to them as volunteers in home-based care projects. For others income was from the sale of products made through the project. For others, training received through a project enabled them to start their own businesses and earn an income. In a few projects there were profit-sharing systems where members were paid out once a year. Where the amounts were listed, they varied from R250 to R5,000.
36. Training and skills was also mentioned by some projects as a benefit they received from participation in the project. Improvement in food security was also mentioned a number of times, even if the projects met only a part of food security needs. There was explicit mention of the services received from the project in a number of cases, with access to education for children standing out. There was a scattering of other responses, including that projects had increased awareness, had contributed to building assets (including physical infrastructure) and had generally contributed to improving livelihoods but in unspecified ways.

37. Less mentioned but still of some importance were social and psychological benefits members/beneficiaries felt they had received. These included the opportunities for social interaction and for activity. From a psychological point of view, beneficiaries specifically mentioned how projects had given them a sense of hope, self-esteem and responsibility, had strengthened perseverance, and had given some attention and offered guidance. These intangibles indicate the potential value of projects in building social and spiritual assets.
38. From a negative point of view, a minority (maybe around one-fifth) of projects reported limited or no benefit from their involvement in projects. The majority of these responded simply by saying there was no benefit at all. A few were more specific, citing no income from projects, lack of training and lack of employment opportunities arising from the project. There were a couple of cases where beneficiaries felt the project had delivered some benefits but also identified areas of weakness that prevented the projects from delivering more. These are dealt with together with other suggestions for improvements in section 2.3.5 below.
39. In general this indicates that, even though many of the projects were functioning very weakly, participants did feel there was some value in being involved. However, this cannot lead to complacency. One case (with other similar ones also reported) provides a good example of how poorly designed and implemented projects can end up exploiting the energies of the poor without returning anything of value:
“Only in the first year were there benefits, when they could “eat everything” that was produced.  Since then they actually gained nothing. At the time of the research only a few heads of cabbage, two pigs and 15 chickens existed. Beneficiaries were not allowed to consume any produce. Produce was sold and the money had to be banked. The bank balance stood at R1,800, intended for buying new seeds. If it were to be distributed there would be no money for stock. There is, therefore, a strange situation where beneficiaries receive no benefit in terms of consumption or income. Most of the 17 “beneficiaries” are tired of working for nothing and actually want to leave the project.”
40. It is not surprising that the beneficiaries of the more successful projects cited income as the main benefit received from the project. Food security was also a significant benefit amongst beneficiaries of these projects. In a number of cases the link between income and food security (the ability to buy food) was made explicit in responses. For these more successful projects there was also a mix of responses that included psychological and social benefits, as well as training, services made available by the projects and opportunities for employment (albeit occasional).
Do beneficiaries have a sense of ownership of the project?

41. The majority of respondents indicated that they did have a sense of ownership of the project. As indicated in section 2.3.1 above, a significant proportion of the projects either were initiated by communities or were formulated together with communities, and this gave members a sense of ownership. Participation in decision-making also conferred a sense of ownership on respondents.
42. A small but not insignificant proportion of respondents indicated either limited or ‘some’ sense of ownership. For these groups, lack of participation in decision making or management of the projects was the main issue.

43. A smaller, but again not entirely insignificant, group (around one-sixth of respondents) did not feel they had any ownership of the projects. There is a correlation between the numbers of those who felt they were not benefiting from projects and the numbers of those who did not feel a sense of ownership of the project. Respondents in one project reported that management committee members made all the decisions and members were de facto workers on the project. In other projects the dominant sentiment was that “DSD kidnapped our projects”. Even where there was a sense of ownership because the project was initiated by community members, there was a feeling that DSD policies and business plans distorted the project. In other cases, the involvement of local politicians threatened the existence of the project and non-government organisations (NGOs) controlled the budget and had poor communication with project members. In a small number of projects where they were perceived as being for the very poor, stigma was an issue, making members shy away from taking ownership.
44. It is apparent that when projects were self initiated, there is much more of a sense of ownership and willingness to stay even when problems arise. This suggests the need to support community initiatives rather than parachuting projects from outside. But how this is done is also equally important so that projects are not ‘kidnapped’ and control taken away from participants.
45. Amongst the more successful projects, members/beneficiaries overwhelmingly felt that they owned the project. This suggests that a sense of ownership – which is linked to how the project is initiated and the extent to which participants are involved in decision-making – is a necessary condition for success (even if not sufficient on its own).
How can project performance be improved?

46. Training, institutional support, marketing, the provision of infrastructure and services, and funding were the main suggestions for improvements in order of priority. Other important suggestions included physical space to run projects from, and the provision of materials or equipment. A number of suggestions were made regarding the internal functioning of projects.
47. Training and capacity building was mentioned as a requirement for improved performance in a significant number of projects, and was the most regularly mentioned suggestion. Business, financial and/or project management was the most important type of training required, followed by technical training. Conflict management was mentioned, and there were quite a few projects that indicated the need for training but did not specify what kind of training they needed. A few projects mentioned the need for technical support, which is not quite the same as training but is related. Placement after training was mentioned in one project.
48. Institutional support of one kind or another was also very frequently mentioned. The type of support most frequently mentioned was the need to improve links between the project and service providers, mostly especially other government departments. A number of other suggestions were related to this, including the need for more direct assistance from DSD and increasing and strengthening the role of CLOs and CDWs in relation to the project. A smaller number of projects suggested that building links with local political leaders (councillors, traditional authorities) could assist in improving project performance. There were some suggestions on strengthening links with input suppliers, building partnerships with local businesses and for projects to become part of local networks of service providers (as service providers themselves). Other ideas were to get clarity on the roles of different stakeholders, and to find a project champion.
49. Other issues related to institutional support can be grouped under communications and learning, and integration and co-ordination beyond the project. An issue that was raised a number of times with regard to communications and learning was the potential value of forming links with, and learning from, similar projects elsewhere. More generic comments about the need to improve communication and information systems, to create space for learning and reflection, and to improve M&E systems were also made.

50. Specific issues with regard to integration and co-ordination beyond the projects were the need for closer co-ordination and integration between DSD and other relevant departments, and integration of projects with the Integrated Development Plans (IDPs) of local government.
51. Marketing was the third most frequently cited suggestion for improving projects. The need for a marketing plan or market research was the most important sub-component of this, and improved access to markets was also significant. The two are obviously related. One project expressed its challenge as having “lots of stock and no income”.
52. Infrastructure and services was also an important area that could assist in improvement of projects. While the need for roads was only mentioned in one case, access to transport was important in a significant minority of projects. This referred especially to the need for transport for goods produced by projects, but also to the need for transport for volunteers in home-based care (HBC) projects and for beneficiaries to get to the project site. Water (including irrigation infrastructure), access to electricity, and workshop or storage space were also specifically mentioned as requisites for improved performance.
53. Access to funds was a key issue. It is likely that it is somewhat de-emphasised because funds would be used for some of the inputs or activities grouped elsewhere. But a significant minority of projects indicated the need for secure sources of funding, or additional/other funding as an alternative to DSD funding, including through corporate social responsibility programmes or public-private partnerships (PPPs). There were other funding-related issues, including the important question of stipends or allowances for volunteers, mainly in HBC projects. In many cases volunteers earn nothing for the work they do, and often pay out of their own pockets to move between beneficiaries or to provide unanticipated financial support to beneficiaries. This suggests the importance of having a standardised policy regarding stipends for volunteers, in conjunction with the Department of Health. 
There was also a suggestion for a clearly defined system for disbursement of funds so that project members were aware of when, why and how funds were disbursed. Without this, meaningful planning is not possible.
54. A sizeable minority of projects also indicated the need for access to a site for the project to operate from. In most cases this referred to secure and affordable space that was accessible to members and beneficiaries. In other cases it referred to the need for additional land or space to operate from.
55. A good number of projects indicated the need for materials and equipment/technology that would permit members to carry out the planned activities. It seems that the funds received were inadequate to cover the costs of necessary inputs.
56. Another area for improvement was around internal project structures. The most important of the suggestions was on the need for greater member/beneficiary participation in project decision-making, management and/or finances. Issues of internal democracy, accountability and transparency also featured, including regular elections of internal management committees. There were also suggestions to institute a Board for oversight and to improve feedback loops between cluster management and individual projects. In one case there was a call for the transfer of control over finances to the project, and in another the need to employ staff to reduce dependency on DSD or service providers. The need was expressed for DSD to develop clear policies or guidelines on staffing in projects. A separate but related area for improvement was the need to involve others in projects. In this regard, specific mention was made of youth, and especially youth in projects for the elderly. There was a sense that the youth would give these projects some sustainability and also youth could assist with tasks that the elderly found difficult to do because of their age, such as physical labour.
57. Another set of suggestions was around the need for improvements in the business planning process. In some projects the need for a business plan was identified – indicating the lack of a plan to begin with. In one case the suggestion was for a project plan, presumably larger than a business plan. In others the suggestion was the need to revise existing plans. There were also suggestions about more participatory business planning and the need for flexibility in business plans and funding. A separate but related issue was the desire to expand projects, and diversify or incorporate value-added operations into projects. This involves revision of existing plans, but also relates to questions of resources available for expansion.
58. Remaining on the issue of plans, some projects indicated the value of record keeping and an audit of records for improved performance. A number of projects also indicated the need for an exit plan for DSD, and an undefined ‘succession plan’. 
59. Co-ordination and integration cut across many of these suggestions. In particular there is a need to pay attention to the provision of integrated and co-ordinated planning and support for marketing, training and capacity building, input supply and ongoing facilitation and support.
60. There is also a need for more sustained provision of resources to projects. As discussed above, some projects may need ongoing support to carry out welfare services as an arm of DSD at community level without expectation that the projects will become free-standing at any point in the future. Ideally these projects should not be in the PRP at all but should be extensions of other directorates directly dealing with service provision. There should be a budget for them that is not short-term, project-type funding. For the other projects, it is apparent that the amount of resources needed to build a project that can become financially sustainable over time may require more resources than are currently directed to projects. This opens up many questions regarding the best use of public resources, and includes issues of how the project has benefits beyond the immediate members and what type of goods or services are being provided. On the other hand, the projects should be evaluated in terms that are not only narrowly economic in focus, including the social, psychological, food security and other dimensions referred to in section 2.3.3 above.
61. The profile of responses for the more successful projects was similar to the general list of priorities, with training, marketing, infrastructure, funding and institutional support (including links to buyers and suppliers) being the most prominent. 
ROLE OF NPOs, TYPES OF SERVICES PROVIDED AND STRENGTHS AND WEAKNESSES
Roles/services rendered

62. NPOs in the ISRDP and URP nodes provided a range of services including skills development (technical, business and life skills), technical/practical support, business and management support, organisational development, advice and information, awareness raising, home-based care, counselling, food distribution and M&E.
Strengths

63. The strengths of NPOs included their knowledge in their areas of work, access to funds, premises and equipment, responsiveness to local needs, links to other stakeholders including business and traditional authorities and good organisation and management.
Weaknesses

64. Key weaknesses of NPOs identified included their lack of resources (human and financial) and a dependence on external funding, and insufficient capacity to meet demand for services. Some were confronted with lack of basic infrastructure. NPOs were heavily dependent on volunteer staff, resulting in high staff turnover. Some NPOs also experienced difficulties with distances to their target audiences, and this acted against their providing regular services to rural areas, since they were usually located in the main centres. 
65. Amongst a number of respondents there was sense that communities did not know what the NPOs were doing and that there was a limited appreciation for work done. In some cases residents perceived the NPOs as businesses. It did not help that some NPOs had no particular mandate. Related to this was a sense that there was a lack of willingness from communities, municipalities and government departments to collaborate with NPOs.

CHALLENGES ENCOUNTERED IN THE FORMULATION AND IMPLEMENTATION OF LOCAL PROJECTS
66. A few key issues stand out in relation to the formulation and implementation of local PRP projects. The first was referred to earlier regarding the type of project that is supported by the PRP. On the one hand are welfare service projects that cannot be expected to be financially sustainable since they are providing a free service to those in need, and as such are best understood as an extension of DSD’s service delivery mandate. The beneficiaries of these projects are the people who receive services from the projects, for example the elderly or sick who receive HBC. On the other hand are poverty relief type projects that are planned to generate income for members as their primary beneficiaries. There are questions about the most efficient use of public resources for these projects. As some examples below show, a lot of public resources can go into supporting very few people do very little. This raises the question of how projects are conceptualised even before planning and implementation.
67. Most projects were not generating sufficient income for their purposes, including the projects that were expected to become self-sufficient over a relatively short period. This indicates serious problems with conceptualisation, planning and/or implementation of the projects.
68. Another issue flagged by researchers was the relationship between district and provincial levels and the fragmentation of authority and responsibility across these two spheres of government. For example researchers reported that PRP projects operate at district level, but the programme is a provincial level programme. A range of problems arise from this arrangement, including lack of authority or control at district level (where day-to-day project support is located) over service providers, business plans and funds. Districts have a limited mandate in relation to province despite the importance of support and monitoring at this level. Other related issues arising included the lack of local specificity in project design and nodal budgeting. Researchers raised the issue of uniform budgets for all nodes regardless of size of the node or the number of projects. Whether accurate or not, this is a perception that needs to be dealt with.
Planning

69. The overall problems with conceptualisation of projects and how they fitted into local realities were revealed in respondents’ comments on planning processes for the projects. Many of the projects were not designed and planned from the ground up. The most important issue to emerge in relation to planning was the need to involve community members in the design and planning process. In some cases there were suggestions that needs assessments should be conducted first, and that planning should be based on the outcomes of these.

70. Even where there was some community involvement, including where communities had initiated the projects prior to DSD’s involvement, control often was taken out of the hands of local participants through the unilateral revision of business plans or the imposition of generic business plans that over-rode existing plans or where not appropriate or adapted for prevailing conditions. One example highlights the results of this:

“The first business plan was framed by the Poverty Alleviation Programme, and subsequent ones by DSD’s Food Security programme. After signing the original documents, the project beneficiaries claimed not to have seen these documents again and no copy was left at the project. Since then, directives, policies and changes made by DSD determine the life of the project. As a result only short-term planning is now undertaken by the project management committee (daily activities), and no long-term planning is undertaken. There is no vision that guides the project as a result of the loss of ownership and control by the so-called beneficiaries.”

71. In some cases there were no or incomplete business plans, the plans were poorly designed or inflexible, and business plans were taken away with officials or consultants who had designed them, leaving project members with no guidance on how to proceed. Some plans were also unrealistic and were only meant to source funding. In others, financial requirements were not calculated properly and production costs were underestimated. In some cases members did not have a clear understanding of the plans. An important limitation on community involvement in planning was the lack of skills, in planning but also in financial, business and management capacities. This had the effect of ceding control of projects to service providers.
72. A significant number of respondents indicated the need for more rigorous planning built on stakeholder discussion, and structuring integrated support into planning at an early stage. Issues specifically mentioned in this regard were the need to identify skills deficits before the start of the project (presumably so that training could be done), the need to build in technical advice, market research before implementation and issues of ownership of assets. In one node there was a perception that the planning and what happened prior to that was excessively meticulous, but the success of the programme justified the process.
73. Business plans have a role to play, but need to be tailored to the specific project. They may also be benefit in not designing grand plans that cannot be realised, but rather starting with small, simple plans and building iteratively so plans are living documents that are responsive to the progress of the project. 
74. There was no clear trend in how planning happened in the more successful projects, with an apparently fairly even split between those that were planned from the top down and those that involved bottom up planning processes. The key concerns in the projects from a planning point of view were the need for the involvement of other stakeholders, especially other government departments and municipalities, in planning from the start, and the need for financial sustainability to be built into plans.
Implementation

75. Project implementation is beset by the problems arising from poor planning. The most regularly cited challenge with regard to implementation related to lack of plans, failure to follow plans, inappropriate plans or inadequate plans. The lack of markets, transport, skills and location of projects resulted in underperformance in a significant minority of projects and these are all planning issues. If plans were properly designed and integrated at the outset, it is less likely that these problems would manifest themselves at the implementation stage.
76. Lack of resources was a key issue for implementation. A number of projects indicated that insufficient resources hampered project implementation. It meant an inability to do necessary training, inability to pay volunteers stipends and thereby to retain volunteers over a long period, and inability to pay the, sometimes high, costs of inputs.

77. Lack of skills to carry out implementation is a related challenge. In particular lack of financial and management skills were cited as a factor in reducing project performance. In some instances this led to financial mismanagement or poor management decisions. This in turn led, in some cases, to high turnover as people “felt cheated”. Connected to this was a lack of support from service providers. Lack of support from the IDT was singled out in a few cases. Staff turnover in IDT and DSD did not help matters in some projects. In other cases, the links between CLOs and projects were very weak, undermining the limited support that was available. Stakeholders and authorities also failed to take responsibility for projects in some instances, thereby limiting the possibilities for success. A lack of partnerships was highlighted as a challenge in one project.
78. The issue of volunteers is a complex one, because while respondents saw voluntarism as a positive feature of their projects, an over-reliance on volunteers was also a challenge that led to high staff turnover. In particular, youth tended to leave projects if they did not see any benefit from participating. In some projects youth were explicitly prevented from sharing in proceeds because the project was designed for the elderly. But unemployed youth can hardly be expected to volunteer for long before they leave and look for employment elsewhere. In some cases there were insufficient volunteers, and this may partly be related to the issue of stipends. In most cases voluntarism extends to the management committees, which is good in theory but in practice meant executive committee members had to look for sources of work and found it difficult to dedicate adequate time to the projects.
79. In some cases DSD inconsistency and inflexibility weakened projects. The transparent management of funds was lacking in a number of cases, leading to the collapse of some projects due to non-funding even while they had outstanding funds with DSD. In some cases project members were not aware of the projects’ total financial allocations. In other cases, funding was discharged to project accounts without the knowledge of the CLOs and IDT support staff who were supposed to be the implementing agents. The experience of one project indicates the potential damage inconsistent interventions could do:
“By the end of the first year the participants were accused of poor performance because no profits were being made. The committee referred DSD back to its own business plan, but they were informed that the policy now expected them to make profits. The participants did not believe this was possible from vegetables given the harsh climate of Mount Fletcher. The vegetables that are grown are freely available and hence there is no viable market. Still, they received R250,000 in 2003, which had to be spent within six months. They bought equipment, such as a generator and an irrigation system that they still use. They also bought inappropriate things they did not need (such as a fence and a wendy house, which is unused), just to spend the money. According to a new plan developed by DSD, produce was to be sold and 50% of income would be banked to buy stock and 50% would be distributed to members. Income was never sufficient to realise any income for the participants. As a result they could neither ‘eat’ nor earn an income. In 2004 they were still growing vegetables, but it was never enough to realise any income for the beneficiaries. No funding was received because the 2003 allocation was unspent. The project was forced to survive off the 2003 allocation. Members started to leave en masse. The other projects also withdrew, since there was no benefit in staying.
“In October 2005 the project received R250,000 in new funding that had to be spent by April 2006. They only spent R34,000 and DSD “threatened to take away the balance of R216 000” because the project was not performing well. The project beneficiaries openly stated that they wished DSD would take this R216,000 away, as it was just a burden and causing anxiety. How could a project spend R250,000 on seeds or a vegetable garden in six months? There is no clarity on how the money should be spent:  they cannot buy stock (as it is assumed that that is what the R1,800 in their account should be used for); they were not allowed to buy a tractor (their piece of land is too small for the purchasing of a tractor, according to DSD policies) and they obviously could not distribute it amongst themselves.
“A few years ago an extension officer of the Department of Agriculture initiated a greenhouse in the vegetable field. This was not completed and the remaining pipes are lying around. Even though beneficiaries believe that they could complete the project, they were hesitant to interfere in someone else’s design. The members could not clarify matters with the officer as he was un-contactable and the lack of participatory planning and empowerment ensured the greenhouse initiative would die.”
80. In another project constant changes in DSD policy also created difficulties and instability and undermined sustainability strategies:

“Initially food security was identified as the focus area under which the project was supported, but there are no policy documents to define this. One year it is said: eat first and then sell. The next year food security is replaced by income generation: eat later. Regarding the size of the project, policies have shifted. Initially beneficiaries were encouraged to recruit 100 members, then this changed to recruit no more than 25 members. At one stage poultry was regarded as food security. Then just after a business plan for R750,000 was drafted, the policy changed:  poultry was no longer included in the food security programmes.”
81. Citing these stories does not suggest that this is the norm, but they do provide an indication of the damage that can be done when policies are not stable and transparent.
82. In some projects at least, implementation appeared to work fairly smoothly. In some of these projects a feature was that implementation was driven by the community with specialist advice provided from outside, including by other government departments.
83. Many of the challenges faced in implementation stem from poor planning. Resource and skills deficits are actually problems of planning more than implementation, because these deficits should be identified at the planning stage and appropriate plans put in place to respond to them if implementation is to succeed. The value of business plans needs careful consideration. Business plans too often are produced by rote or against a standard template and can damage a project more than assist in making it sustainable. Some projects need a project plan more than business plan: the latter suggest a plan for building long-term financial sustainability and expansion of income generating potential, but many projects (as frequently discussed above) are not, and should not be conceptualised as, income-generating projects.  Business and project plans are of critical importance, but only if they are participatory, iterative and flexible. That means beginning from a simple, achievable plan and allowing the subsequent experience of participants and projects as a whole to modify and direct future activities.
Ownership

84. Two main issues stood out with regard to ownership of projects. The first was the extent to which participants were involved in making decisions for the project. Where members were involved in making decisions there was a far higher sense of ownership. Lack of skills (organisational, management or strategic) was a challenge in trying to ensure members were involved in making decisions. A second issue was the extent to which participants initiated the projects themselves. Where projects were initiated by communities and then brought to the attention of DSD, there was a much higher sense of ownership. Where there were family ties between participants, ownership tended to be higher, but sometimes was a factor in creating or exacerbating tensions between the family members and other participants. In some cases, however, ownership declined because the projects were essentially ‘hijacked’ and incorporated into the PRP programme (see section 2.3.4 above).
85. In a number of projects, lack of commitment or motivation among participants was a major challenge. This can be considered to be a symptom of lack of ownership rather than a cause. Poor leadership (to an extent also linked to lack of organisational skills) was one cause. Conflict was not managed well in some cases, and sources of conflict included profit-sharing issues and positions in management committees.
86. As with all groups, there were broader challenges around active and non-active members. What are the incentives to be a member, and what are the incentives for members to be active? This gets to the root of people’s motivations for joining projects. Rather than trying to deal with lack of motivation or inactivity through a proliferation of internal policies and micro-management, part of the solution is to go to the root of the problem and work on structuring projects so that the reasons why people choose to participate and their expectations at the outset are aligned with what the project can realise. If the project can not meet initial expectations, demotivation is guaranteed.

87. Which comes first, success or ownership? In a number of cases respondents pointed to the benefits of the project as a reason why they felt ownership. If a project is meeting expectations, there may be a greater sense of ownership. Conversely, a sense of ownership (with factors including that projects were community initiated and that participants were involved in making decisions – as mentioned above) is an important ingredient of success.
Other challenges

88. Other challenges in the formulation and implementation of projects raised by respondents included:

· Lack of an integrated, systematically planned package of support;

· Limited monitoring and support;

· Top down approach in general (e.g. off-the-shelf business plans, institutional structures);

· Irregular and seemingly arbitrary disbursement of funds and unrealistic expectations about how funds should be spent and when projects will be able to generate income;

· A need for more sophisticated planning to allow for growth of projects;

· Difficulties in diversifying the funding base;

· Lack of capacity (technical, managerial) in local government to integrate projects into planning, or to assist with them in any meaningful way;

· The key role of local municipalities in providing infrastructure, yet infrastructure plans are not geared towards the needs of projects: municipalities either are unaware of projects at planning stage, or ignore requests to participate;

· Lack of essential infrastructure;

· Key components of projects (especially infrastructure) on which the projects rely for their functioning are not provided on time thereby killing the possibility of success. This is an issue of integration with municipalities and others, but also of bureaucracy and over-centralisation;

· The issue of stipends or payment, specifically for volunteers: volunteers often pay for service delivery out of their own pockets. The result is that volunteers and project participants leave to find work elsewhere, in turn resulting in loss of skills, institutional memory, goodwill at community level and continuity in projects;

· The need for professional debriefing/trauma counselling for volunteer carers;

· Stigmatisation as an issue for beneficiaries (projects seen as for the poor or needy);
· Tensions between state-provided welfare and a community belief in (often disintegrating) family and community systems of welfare: there is a need to be culturally sensitive in the way that state support is presented and provided;

· Successful projects need to be expanded or replicated quickly, and the lessons about what made them successful learnt and shared.
89. There is a fundamental issue regarding the use of public resources to fund projects and the kind of benefits they have beyond the immediate beneficiaries, especially in the context where ongoing funding is required for some time before projects can be sustainable or independent. This partly depends on the type of project (welfare service or income generating): if projects are the former then maybe ongoing funding needs to be built in and these can’t be treated the same as those where some kind of financial sustainability is ultimately required. But also, in income-generating projects, the use of public resources must have a benefit beyond the immediate circle of beneficiaries to justify what is sometimes relatively large per beneficiary public expenditure (does it create employment, does it provide cheaper and/or more accessible services or goods to the poor etc.). The cost of supporting a project that only generates small benefits to a small number of participants while funding is available and then collapses when funding is withdrawn is not worth spending that money on. For example, in some food security projects where millions were invested without a sustainable project emerging at the end, it might well have been better and cheaper to provide food aid or cash grants and to have accepted that those people are being provided with welfare.
KEY EMERGING THEMES AND RECOMMENDATIONS
Strategic approach and planning

90. In the chapter 2 synthesis report, mention was made about the broader conceptual framework of development and welfare that DSD is operating from. There is a close link between the lack of clarity at this conceptual level, the lack of a strategic approach to designing programmatic interventions and, from there, the lack of planning for projects. The discussion focused on projects more than programmes, although participants were of the opinion that the lack of clear understanding of what DSD’s role is meant to be in projects and how its resources could best be used was a strategic/programmatic issue that exacerbated weak approaches to projects.
91. At a programmatic level, it is not clear who the target for DSD interventions is. Terms like ‘poorest of the poor’ do not have much analytical value when trying to tailor projects to specific needs. It also fails to recognise the dynamic character of poor households and communities, with the specifics constantly fluctuating. At the same time, there is no clarity about the level at which interventions is being targeted. Is DSD targeting the vulnerable individual, the household or the community? A clear programme and strategy is a requirement to implement projects in a sustainable and appropriately targeted way.
92. There is a need to think away from demand-driven project proposals, to a more strategic approach. This recommendation echoes one recently made by the Department of Provincial and Local Government (dplg 2007:26) in its review of the nodes, where it highlights the “project-specific approach vs. strategic, nodal-wide advantages” as one key economic development problem in the nodes. Recognising and building on the strengths of the shifts in thinking, for example from social welfare to social development, and the adoption of the sustainable livelihoods approach could assist in creating a more strategic approach to projects.
93. Projects are mostly welfare-oriented and not strategic or targeted/aligned. Their scale is too small to result in meaningful intervention. Projects are poorly conceptualised and do not take into account what is there already. Project design is not suitable for local conditions in the node and they are overwhelmingly based on pre-drafted plans within set “types of projects” rather than being based on a proper needs assessment. While participatory needs assessments were carried out at nodal level in a number of areas, the relations with provincial DSD were such that these assessments were ignored when it came to deciding what projects to start. There is a need to build on what already exists in communities rather than parachuting projects in from above. In some nodes DSD is funding projects that nodal staff members don’t even know about. There is a disconnection between the reality of people’s everyday livelihoods and official responses to people’s poverty. Projects are not designed to suit the reality and the needs of communities or to make these communities sustainable and empowering people with agency. 
94. The question of where DSD’s resources are being spent should be asked. Workshop participants were of the opinion that there does not appear to be much consideration about what kinds of projects are being set up using DSD funds. There is such a culture of having to spend quickly to get rid of the money that not enough time is put into considering how the projects actually assist in social or economic terms, or how they truly contribute to community sustainability.
95. The impression from the research is that DSD staff members are not clear of the aims of the projects DSD is carrying out. A livelihoods outcome can mean different things to different people. There is a tension between the current emphasis on economic returns and incomes, and a ‘livelihoods plus’-type approach which seeks to improve livelihoods in any of its dimensions. Income is a desirable outcome but is not the only outcome that is focused on. The problem with focusing on income at the outset is that it prevents beneficiaries from gradually building up their activity to a point where income generation is a sustainable and realistic outcome. Currently there is too much emphasis on local economic development, understood as SMME development and entrepreneurship as an economic development mechanism. There is a big gap between this theoretical understanding of LED and the reality on the ground.
96. A cost-benefit calculation should be done before projects are planned. In some projects, hundreds of thousands of rands have been spent with no developmental impact at the end. Not only have projects failed because they were incorrectly conceived, but participants in the projects are disempowered and pulled down by the failure. In some cases there could even be an argument that dividing up the money equally between the beneficiaries rather than supporting a failed project could have a greater developmental impact by giving people cash at least for a period. The evidence suggests that the social grants have had a far greater impact on poverty than projects. A regular injection of cash into a resource poor local economy also has the possibility of multiplier effects that stimulates local economic development more effectively than isolated and poorly supported projects.
97. However, there is also a recognition that the use of projects to realise development objectives is not likely to disappear any time soon. Therefore the issues are what role projects can play in social development, and what kind of projects can most effectively play this role. A participant at the workshop suggested one way of thinking about projects in relation to programmatic interventions to consider the relationship between them as being akin to the relationship between tactics and strategies. A tactic (the project) is the way of realising the strategy (the programme). The programme, like a strategy, is guided by a set of principles.
98. Apart from the broader approach to programmes and projects, there is also a big issue about the lack of planning. There is limited or no risk identification or management before projects are approved. The first evaluation reports gave a clear indication of the weaknesses with planning which have serious ripple effects into implementation and sustainability of projects once they are set up. This touches on issues of co-ordination between departments and local municipalities, and between departments themselves (see below). The lack of local level plans for DSD is an issue. DSD at nodal level tends to implement plans designed elsewhere (especially at provincial level). This immediately causes a disjuncture between DSD plans and local government plans through the IDPs. There is a lack of applied local thinking and an imperative to spend money, resulting in some disastrous interventions. An example from Mitchell’s Plain revealed that provincial DSD made a decision that car washes had good income-generating potential. The provincial department then insisted that DSD in the node set up at least ten car washes in the financial year. Meanwhile, on the ground it is apparent that it will not be possible for ten car washes to survive financially in the node.
99. Nodal DSD lacks the authority within the structure of DSD to develop and stick by a plan of action. Nodal staff members are often called to meetings at district and province that were not scheduled ahead of time, and do not have the authority or a plan of action that would allow them to place the strategic interests of the node first. A number of researchers experienced setting up meetings with nodal staff, only to be informed the day before the meeting that the staff members have been called to an ‘urgent’ meeting in the district or province. Co-ordinated action planning between DSD levels does not appear to be the norm. The lack of decision-making authority has serious repercussions for nodal staff. It leads to disillusionment as staff members are driven to implement projects they know will fail. The lack of local plans that can withstand the jostling for time from those higher up the authority structure leads to loss of a sense of agency. The result is lack of commitment, high staff turnover, consequent loss of institutional memory and the entrenchment of a poverty of thinking and doing within the department itself.
Institutional relationships

100. Co-ordination and integration is a challenge for DSD in improving its services in the nodes. Three areas of co-ordination/integration are most important: first and foremost, between DSD and local government; then between DSD and other line departments; and, finally, within the structures of DSD itself. DSD has a crucial role to play in local development. However, in many nodes staff members do not have the confidence to assert the importance of social development.
101. There was much discussion about the role of local government and the role of DSD in relation to local government. DSD should be guided by the strategies of local government and, in turn, assist to operationalise the strategies of local government in social development issues. Wherever possible, DSD should develop its nodal plans on the basis of issues emerging from the IDP. Line departments should have funding available to be drawn down by municipalities.
102. Politicians and local government know their way around the IDPs since they work with it on a regular basis. But many DSD staff members at nodal level come from a clinical background and the shift from welfare to development is very difficult for them. They feel out of depth to participate as it is not part of their training and they are not capacitated to engage with the IDPs and development. DSD officials also need to be capacitated to engage in the IDP process.
103. It is the role of local government to set the development agenda, with departments drawing from that agenda in their area of mandate. It is also local government’s role to co-ordinate development in their area of jurisdiction, including the co-ordination of funding. DSD is not in a position to know what all other departments are doing in a particular node or area, but local government should be. Departments should therefore position themselves to ‘be co-ordinated’ (rather than trying to co-ordinate) by aligning with local government’s development priorities and by working co-operatively with other departments. 
104. At the same time, it is recognised that this way of operating is more a vision than a reality in many, if not most, municipalities, especially rural. Many municipalities are not even able to make their own IDPs, and they have to outsource this. Where social development issues are not included in the IDPs, the department should work with the municipality to develop a local plan to be incorporated into the IDP. DSD and other departments should share the vision for what local government could be, and develop strategies that not only fulfil their own mandate but allow other entities and institutions most effectively to fill theirs. The key challenge in this regard is how to build capacity in municipalities and in DSD to improve the linkages between the IDP and social development, local strategic development, project identification, implementation and so on.
105. Line departments work in silos, cut off from one another. There is even an unfortunate tendency for competition between departments, including on community consultation. However, the need for collaboration is critical for success. DSD can’t do its job without other departments; other departments should recognise DSD as a key player as well. DSD has a role to play in supporting the facilitation of integration in social development processes.
106. It is essential that better support is provided to beneficiaries to improve their capacity to enhance their livelihoods (e.g. through improving subsistence food production with some for sale). This must be differentiated from real small, micro and medium enterprise (SMME) support, where the focus is on a sustainable business, with a business plan with cash flow, marketing plan etc., as opposed to an improved livelihood where mechanisms can be very simple. DSD should focus on livelihood support, and other agencies focus on SMME support. Even in the livelihoods support, DSD must improve linkage with other agencies, for example the Department of Agriculture and NGOs, to support on agricultural extension.
107. The importance of DSD’s role in integration and co-ordination of service providers to projects should be recognised; there is also a need for improved information systems on DSD services and programmes, recruitment and training of departmental staff with an emphasis on permanent CLOs, and partnerships.
108. The move to decentralise the management of PRP projects to provinces should be accompanied by a technical support process which ensures that sufficient budget, trained human resources and appropriate systems are in place to do this. Provinces need to equip district and nodal offices to work closely with their local client groups.
109. Creative ways of providing support to people should be pursued. For example “neighbour to neighbour” programmes which provide proactive and co-operative community and household monitoring, further use of community-based worker models of service delivery as employed in home-based care, peer educators, paralegals etc.
110. The consequences of unemployment are enormous and far reaching. The value of work lies not only in its economic value which enables provisioning for basic needs, but has significant social and psychological meaning. It is an essential source of personal identity, self worth and self esteem. This is a priority area for government, civil society and public-private action. CBW programmes are one initiative that can be explored to provide services and at the same time provide stipends for people providing a range of services, so assisting people with their livelihoods.
M&E and learning

111. Monitoring and evaluation and formal systems for learning from practice are not well developed in DSD at present. There is a lack of continuous evaluation of projects. Networking of projects between themselves is not happening. Once again, the problem lies at the planning stage, when M&E and learning activities are insufficiently structured into project design. Properly designed and conceptualised M&E systems are not merely reporting and monitoring tools, but can facilitate the learning between projects and communities, and vertically within DSD. Monitoring is an opportunity for learning, and for introducing reflective practice. Self-assessing the value that you are creating or destroying in different actions you undertake is part of an effective and empowering performance management approach. 
112. Reporting tools are not designed for learning. They are bureaucratic and heavy and requested in a formalistic manner so lessons emerging are not fed back into the PRP process. Lesson learning is not seen as necessary so mistakes are repeated. There is no culture at the moment of thinking about other people’s experience and what can be learned from it. Projects operate in isolation from one another. 
113. Learning can take place at a number of levels. At the grassroots, DSD should facilitate cross-learning between projects. At the same time, DSD at nodal level will learn from the projects. At district, provincial and even national levels, learning units in DSD should be formed to draw out the lessons from practice with the purpose of integrating lessons into future plans. In its assessment of the nodes, the dplg (2007:48) supports the idea that “learning by doing requires that parallel learning take place alongside implementation”.
Community participation

114. Identify and use existing community-based organisations and initiatives as a base for interventions wherever possible, and channel resources into better understanding, building and strengthening these initiatives. 
115. Engage beneficiaries and their communities as active participants in the formulation, design, implementation and monitoring of programmes on an ongoing basis. These recommendations are in line with the recent dplg assessment of the nodes that argued that “communities could take more responsibility for management of LED projects with a social welfare focus, with government reducing its involvement, focusing more on oversight and start-up support” (dplg 2007:10).
116. Channel welfare and development activities through capacitated ward committees that support community processes. This means getting involved in supporting and building capacity in ward committees to carry out the required functions.
117. Involve the community and other local level actors in partnerships to establish ownership of activities at this level. Prioritise communications and learning at local level to build a horizontal process of ownership at community level. Formulate this to occur outside the state, with the DSD acting as a facilitator and catalyst, and the ownership of projects and activities transferred to communities and their representative structures.

Current projects

118. A significant number of projects are top-down, preconceived, have ill-conceived business plans without meaningful participation from participants, have limited support and lack of required infrastructure to function properly, services to the projects are not co-ordinated or integrated, and there are no clearly defined exit strategies.
119. At the root of project sustainability is local ownership, first and foremost by beneficiaries and then by local officials. Many projects are not designed to ensure this ownership at the outset, leading to atrophy, loss of members and, ultimately, demise of projects. The nodes are littered with failed projects. Most of these were brought in from the top without involving beneficiaries in planning or conception. But even where existing initiatives formed the base of the projects that DSD supported, many failed because the support provided was inappropriate or not provided in the right way. In some places, for example in KwaZulu-Natal, projects were designed to meet the Millennium Goals. The province indicated it had money to spend on projects for this purpose, lots of projects were set up, but three years down the line there’s nothing to show for it.
120. There is a critical need for training and mentoring of project beneficiaries, CLOs and other support staff on project management, financial management and business planning (including market research), and technical skills especially for youth.

121. There is a need for adequate infrastructure at project level to ensure projects could function properly (especially transport, electricity and water, telecommunications, and admin and storage space).

122. Carry out a participatory review and evaluation on existing projects and re-engineer the projects so that expectations and support permit true sustainability in future. Include participants, service providers and other relevant government departments and institutions in the review and evaluation process.

Establishing new projects

123. Build on community-based initiatives rather than bringing new projects from outside. This will allow DSD to take advantage of already-mobilised passion and commitment rather than trying to generate these from scratch for an externally-planned intervention.
124. Amongst the key reasons why people decide to volunteer for participation in projects is the possibility of some immediate financial return. This is a direct consequence of the poverty and vulnerability being faced, and the dearth of (financial, but also other) resources at their disposal with which to try to construct livelihoods. Very often, projects bring together people who don’t even know one another and this is not a sound footing on which to build something that inevitably will involve conflict and difficulty. This accounts for the repeated experiences of the collapse or abandonment of projects as soon as (or even before) funding is withdrawn.
125. On the other hand, where people have started projects on their own initiative they are much more tenacious in keeping the project going even through difficulties. Participants in these projects are generally more committed than those on externally-introduced projects because the motivation for forming the project comes from them and not from someone else.
126. Civil society is weak at the community level. Nevertheless, there are many attempts to form structures, support groups, associations and joint initiatives that DSD needs to identify, carry out participatory assessments with, and provide appropriate support to. This support will not always be in the form of direct funding. Often it will be about facilitating and providing resources for the provision of appropriate training, especially in organisational development, financial management, administration and planning. This is a way of using DSD resources smartly by leveraging and using existing capacity elsewhere in government, civil society and amongst service providers, and not trying to do it itself.
127. Tailor support to the specific needs of each initiative/project by identifying community-based initiatives, doing participatory needs assessments and tailoring support accordingly.
128. Adopt Participatory Rural Appraisal (PRA) and livelihoods analysis (LA) techniques to identifying and planning PRP projects. Implementation should reflect the outcomes of these processes and not preconceived plans.
129. Reconsider the business plan approach to projects. At the very least, business plans need to be iterative rather than cast in iron, and designed in a participatory way on the basis of PRA and LA techniques. Information on exit strategies (based on milestones), service provider agreements, clearly defined roles and responsibilities of beneficiaries, CLOs, DSD staff, service providers etc., monitoring and evaluation, training and capacity building, must be included in all business plans.
130. Draw up and adopt service level agreements between DSD staff and project members for each project.
131. Carry out an audit, in each node, of local service providers and skills that can be mobilised to support community-based initiatives. If these are used to support the projects, it adds further value to DSD interventions by widening the pool of support DSD provides to local initiatives beyond the primary beneficiary project. There are numerous local economic spin-offs from adopting this model of development, even if these are small.
132. Initiate an open discussion on stipends to volunteers. Across the board the recommendation is that volunteers, especially in home-based care projects, be given monthly stipends. It is important that a discussion on stipends involves volunteers as well as other service providers so that the reasons for adopting a particular policy is understood and accepted at all levels, is transparent and that stipends are standardised and uniform across nodes.
133. Root projects at municipal/nodal level by integrating them into IDPs and working with municipal local economic development (LED) units.
Support to projects

134. Gain a better understanding, in each node, of the network of support that projects require, who can provide the support, especially locally and sustainably, and what DSD’s role is in assisting this process (tailored funding, co-ordination of service providers). The evaluation has started the process of identifying local NPOs, but this needs to be deepened and done in a project-specific way.
135. Put considerable thought into the roles and relationships between the various community-level development support systems. In particular, what is the role of the CLOs in relation to CDWs and to CBWs. CDWs form a cohort of government workers, while CBWs are non-government, voluntary workers. There is enormous potential to support the flourishing of these development workers and to align their activities with one another so everyone is pursuing commonly-defined goals. Part of this task is to facilitate the formation of CDW and CBW fora to share learning and knowledge. According to the dplg (2007:12), there have been positive results with the linkages between CDWs, ward committees and CLOs in Alfred Nzo and Motherwell.
136. It is important for DSD to see its role, even of its most local officers, as a facilitating and co-ordinating one. CLOs should spend their time facilitating community, government, civil society and private sector actors into cohesive networks that can plan, implement and evaluate interventions in an ongoing cycle of learning and practice.
137. Set up programme-level fora in each node to facilitate learning between projects. Again, this is an issue of mobilising and liberating local knowledge and experience. Direct resources into facilitating this process of generating useful knowledge and empowering people to take development into their own hands.
138. Establish provincial level reflection and planning units to reflect on practice, pilot innovative intervention strategies and generate and communicate information on ‘best practice’.
139. Improve monitoring and evaluation systems linked to implementation processes to allow for rapid response to issues arising as projects unfold. This requires sufficient staff and knowledge about how to convert M&E information into actions.

ANNEX 1: PRP PROJECTS BY NODE
	Node
	Projects
	Category
	Sufficient to meet needs?
	Comments

	Alexandra
	Baking/catering

Bead making

Sewing (not functional)

Arts and crafts (not functional)
	Not specific
	No
	Under the auspices of the Alexandra Development Centre; not designed to meet specific needs of vulnerable groups

	Alfred Nzo
	Ubunye Youth Project

Tswelopele Pitso, Natala Women’s Co-op income generation projects

Pheelang, Alpha Osborne, Celizapholo projects
	Youth

Women

Elderly
	No

No

No
	The projects operate as isolated events. They are not linked to a development process for the community as a whole but function for group members only. Efforts to involve non-beneficiaries in the lessons from the projects are lacking and have not been planned for. Currently there are no projects to meet the needs of PLWHA. The needs of the vulnerable groups are not limited to food security but also income and other needs. Project beneficiaries independently approach the municipalities for assistance. Exit strategies are not shared between stakeholders.

	Bohlabela
	Nwakhwidyana Piggery

Zamani Women’s Project

Ntirhisano Project (Lehlabile Bakery)
Islington Educare Centre

Twananani Project of the Aged
	Food security

Women

Women

Elderly

Elderly
	No

No

No

No

No
	

	Central Karoo
	Murraysburg, Nelspoort, Prince Albert, Merweville, Beaufort, Kululeka Aids Action Groups

Zanokhanyo

Nelspoort, Prince Albert, Leeu-Gamka, Laingsburg needlework groups, Prince Albert veg farming, Murraysberg and Leeu-Gamka bakery projects, Flagship project, Kululeka

Ebenezer soup kitchen
	HIV and AIDS (Kululeka is HBC)

Youth

Women

Elderly
	AIDS Action Groups are sufficient if functional; more HBC needed

No – more projects needed for women and youth

Need to provide food more regularly and such projects extended to other areas
	Many projects not functioning well or at all

Others are working but more needed

	Chris Hani
	HBC, education and awareness campaigns

Self-employment facilitation, safe homes for children, referral programme targeting children with legal problems

Centre for people with disabilities, income generating projects

HBC and income generating projects

VEC counselling, awareness on GBV, disaster prevention, drug action committees, skills development
	HIV and AIDS

Youth

Disability

Elderly

Not specific
	No
	All projects are still in planning stage

	Galeshewe
	Galeshewe Youth Initiative
	Youth
	No
	Only PRP project in the node

	Kgalagadi
	Thuso Advice and Development Centre

Itekeng Gardening
Bankhara-Bodulong Dual- Purpose Centre

Aganang Support Group
	HIV and AIDS
Women

Elderly

HBC
	No
No

No

No
	Actually a food security project


	Khayelitsha
	Upgrading and extension of  facilities

HIV and AIDS education and support, and awareness programmes

Western Cape Youth Skills Devt Initiative

Men on the Side of the Road

Masibambane Community Garden and Nutrition Project
	HIV and AIDS

Skills development

Skills development

Food security
	No – the number of projects is inadequate given size and scale of socio-economic challenges
	Mainly metro-level programmes, not nodal specific

	Maluti-a-Phofung
	Lesedi Arts and Crafts

Comet Economic Partnership

Phutanang Community Project
Sehlajaneng Wood Work Project

Itekeng Sewing

Ahanang Basotho Bonamelo FET College

Phahamang Mafumahadi

Lejwaneng Itshepeng

Thaba Blinds Grass Weavers

Yofca Coffin and Burial Society

Sehlajaneng Wood Work Project

Tina Moloi HIV and AIDS Forum

Mapuleng Home-Based Care

Tshepo Care Givers

Bathusi Home-Based Care
	Elderly
Women
Not specific
Women
Women
Women
Youth/women
HIV and AIDS

HBC
Youth/HIV and AIDS


	No
No
No
No
No
No
No


	Only serving 14 people (8 of whom are elderly)
Project not yet started
One of the strongest projects



	Mdantsane
	HIV and AIDS support group
Self-employment facilitation (Khanyiz Car Wash)
Mdantsane Nursery

Orphanage


	HIV and AIDS
Youth

Not specific

Youth
	No
Yes, from point of the number of nurseries needed, but not from point of number of other initiatives needed
	Projects operate in isolation from municipality

	Mitchell’s Plain
	HIV and AIDS information sessions

HIV and AIDS support

Soil for Life

Youth Capacity Building

Promotion of arts and culture amongst youth

Support Women Network

Life Skills Training

Entrepreneurship training

Men on the Side of the Road

Recognition of Prior Learning, skills audit, Street People Outreach and Development Programme

Tafelsig Youth and Family Development Centre
	HIV and AIDS

Food security

Youth

Youth

Women

Children

Disabled

Skills development

Skills development

Multi-purpose centre
	No

No – other NPOs performing similar activities in the area are not receiving support from DSD

No – very limited intervention

No – targets only 60 women in the whole node

No – very small project
	No PRP dedicated funding to support direct HIV and AIDS interventions

Very small percentage of DSD funds to the City of Cape Town being used for HIV and AIDS related work in the node

Overall, a limited DSD presence in the node, especially through the PRP

	Motherwell
	Liyema Home Community Based Care Organisation
Motherwell Youth Development Forum

Ibhongololutscha ICT Empowerment Resource Centre

Golden Stitches Trust

Zanethemba Motherwell Nursery Co-op
	HIV and AIDS, HCBC
Youth

Youth/disability
Women

Women/disability
	No
No

No – can’t meet demand

No

No
	Lack of funding, volunteers, training, transport
Limited skills training, doesn’t cover all youth, issues of financial mismanagement

Located far from centre of settlement

Beneficiaries must pay for training; limited outlets to use skills once acquired; some women have set up their own businesses following training

Project still to begin, lack of project driver, lack of ownership, no established links with existing food gardens

	OR Tambo
	Scambeni, Zanoncedo, Amampisi HIV and AIDS projects
Siyaphambili, Thwalisanan, Mthata youth development projects

Mthonjana  KSD
Wonkumuntu Development

Malepe-Masakhe
Zwelibanzi inclusive

Phumlani Day Care

OR Tambo Disabled People’s Organisation

Masiiphilisane, Ikhethelo projects
	HIV and AIDS HBC
Youth

Women

Women

Women

Disability

Disability

Disability

Elderly
	No – need more

No - more needed

No – more needed, youth not involved

Yes

No – need more
	Project alive but lacks technical support
Children of disabled, and those who are disabled

	Sekhukhune
	Civil society initiatives

Banna re mano

Ikuketseng project

Sego Women’s Project

Phutinare Women Co-operative

Bopheloretlareng
Palesa Women’s Project

Tlou ya Mamphela
	HIV and AIDS

Youth

Youth

Women
Women

Women

Women

Women/elderly
	
	

	Ugu
	Emalangeni Youth Club
Young Entrepreneurs Co-operative

Thobekani Sewing, Garden, Bricklaying and Poultry Project
Financial Services Co-operative
Isixaxa Shoe Repair and Sandal Making Group
Simthembile Day Care Centre

Umzinto Senior Citizens Cluster
Thandanani Support Group

Jabula Saga
	HIV and AIDS
Youth

Women

Women

Disability

Elderly

Elderly

HBC

Drop-in centre
	No
No – only vibrant youth project in the area

No – only 2 projects

No – formal service too far

No

No

No

No

No
	Project based on voluntarism with high staff turnover
Shortage of social workers in the area paralyses projects such as this

	Ukhahlamba
	Kuyasa Community Centre
Tsolobeng Rainbow Programme

Bensonvale Development Foundation
	Dual purpose centre
Food security

Food security
	No
No

No
	Not relevant to the needs of the community or appropriate for the conditions pertaining
Functioning at a very low level despite more than 3 years of intervention and R750,000 spent

Could be platform for complementary projects

	uMkhanyakude
	Silethimfundo Community Development

iThemba Lethu Co-Operative

Sakhisizwe Development Training Contractors

Ithemba Lobumbano Community Development
Mpukunyoni Farmers Co- Op

Ithemba Lesizwe Drop In Centre
	HIV and AIDs
Youth

Women

Elderly, HBC, disability

Food security

Drop-in centre
	No
No

No
	Staffed mainly by volunteers whose goal is to find employment
Fundamental issue is lack of funding. There is high demand for youth-oriented projects

Participating youth lack commitment to the project

Insufficient funding

	uMzinyathi
	Philani Drop In Centre
KwaHlongwa CBO 
Simunye Co-operative
	HIV and AIDS/drop-in centre
HIV and AIDS/HBC
Women
	No
No
No
	Successful, needs to be emulated

	Zululand
	Bambanani Food Production
Tholukukhanya
Nqobuzulu Creche and Aged
	HIV and AIDS
HIV and AIDS

Elderly
	No
No

No
	Project unlikely to be sustainable before funding ends
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