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ABSTRACT

Many strategies for emerging construction contractor development that are based on
instruments such as targeted procurement have generally failed to empower emerging
contractors because they are implemented without well-defined skills transfer
frameworks. Emerging contractors continue to be regarded by construction clients and
suppliers as a high commercial risk area and this presents further barriers to meaningful
property development. Related to this is the lack of clear policy targets against which to

measure the effectiveness of contractor support programmes.

Furthermore, the majority of current support initiatives lack an integrated programme
strategy. Interventions tend to be characterised by inadequate preparations, poor needs
assessments and an inadequate understanding of the development needs of emerging
contractors. This is evident by discontinuances, unstructured training approaches, ad-hoc
mentorship, inadequate monitoring and evaluation that promote unsustainable skills

transfer.

The Eastern Cape Development Corporation (ECDC) has put in place a training and
mentoring programme that would result in the development of emerging contractors into
sustainable business enterprises. The impact of the programme may be measured to
determine the overall effectives of the programme in delivering developed and

sustainable contractors to the construction industry.

The above mentioned factors identified lead to the following problem that is addressed by

the research:

The problem statement addressed by the study is how to develop a holistic approach
towards integrated skills development for emerging construction contractors, by

developing a model that can be managed with quantitative and measurable outcomes.

Key words: Total Quality Management, Project Management, Integrated, Emerging
Contractor, Mentorship, Training, Empowerment.




UITTREKSEL

Verskeie strategieé ter ontwikkeling van opkomende kontrakteurs, gebaseer op
maatstawwe soo0s byvoorbeeld doelgerigte verkryging, het oor die algemeen nie daarin
geslaag om opkomende kontrakteurs behoorlik toe te rus nie, aangesien sodanige
maatreéls geimplementeer is sonder goed gedefinieérde vaardigheidsoordrag raamwerke.
Opkomende kontrakteurs word steeds deur kliénte en verskaffers in die konstruksiebedryf
beskou as ‘n area van hoé kommersiéle risiko en dit op sigself verhinder betekenisvolle
eiendomsontwikkeling. Gepaardgaande hiermee is die gebrek aan duidelike
beleidsdoelwitte waarteen doeltreffendheid van kontrakteurs- ondersteuningsprogramme

gemeet kan word.

Daarbenewens toon die meerderheid van ondersteuningsinisiatiewe ‘n gebrek aan
geintegreerde programstrategie. Sodanige inisiatiewe toon verder kenmerkende tekens
van ondoeltreffende voorbereiding, ontoereikende behoeftebepalings en gebrek aan
begrip vir die ontwikkelingsbehoeftes van opkomende kontrakteurs. Dit blyk duidelik uit
die aantal afleggings, ongestruktureerde opleidingsbenadering, ad-hoc mentorskap, asook
ontoereikende monitering en evaluering wat tot gebrekkige vaardigheidsbemagtiging

aanleiding gee.

Die Oos-Kaapse Ontwikkelingskorporasie (OKOK) het ‘n opleidings- en
moniteringsprogram daargestel wat sal sorg dat die ontwikkeling van opkomende
kontrakteurs tot lewensvatbare besigheidsondernemings sal lei. Die inslag van sodanige
programme is meetbaar om die algehele doeltreffendheid van die programme te bepal ten
opsigte van die lewering van ontwikkelde en lewensvatbare kontrakteurs in die
konstruksiebedryf. Bogenoemde geidentifiseerde faktore gee aanleiding tot die volgende

probleem wat aangespreek word deur die navorsing:

Die probleemstelling wat aangespreek word deur die studie, is hoe om ‘n holistiese
benadering te ontwikkeling m.b.t. geintegreerde vaardigheidsontwikkeling vir
opkomende konstruksiekontrakteurs, wat sal lei tot ‘n model wat bestuur kan word deur

middel van kwantitatief meetbare uitsette.




Sleutelwoorde: Totale Kwalitatiets Bestuur, Projekbestuur, Geintegreerd, Opkomende
Kontrakteur, Mentorskap, Opleiding, Bemagtiging.
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PART 1 INTRODUCTION AND PROJECT OVERVIEW

CHAPTER 1: INTRODUCTION

1.1 Introduction and problem statement

The Eastern Cape Development Corporation (ECDC) aims to put in place a sustainable
programme that creates capacity and capability of emerging contractors in order to
deliver provincial infrastructure. The programme should therefore ensure that

contractors’ businesses grow into sustainable enterprises.

The potential for small and medium construction businesses to contribute significantly
to employment creation and economic growth is well recognised. However, emerging
contractors remain weak and operate in a manner that is unsustainable, as current

opportunities lack structured development of contractor capabilities.

The many strategies for emerging contractor development which are based on
instruments like targeted procurement, such as the National Department of Public
Works’ incubator programme, run by the Emerging Contractor Development Program
(ECDP) Unit, have generally failed to empower emerging contractors because these

are implemented without well-defined skills transfer frameworks.

Emerging contractors continues to be regarded by construction clients and suppliers as
a high commercial risk area, which presents further barriers to meaningful property
development. Related to this is the lack of clear policy targets against which to

measure the effectiveness of contractor support programmes.

Furthermore, the majority of current support initiatives lack an integrated programme
strategy. Interventions tend to be characterised by inadequate preparations, poor need
assessments and inadequate understanding of the development needs of emerging
contractors. This is evident by discontinuances, unstructured training approaches, ad
hoc mentorship, inadequate monitoring and evaluations that promote unsustainable

skills transfer.




The ECDC has put in place an effective training and mentoring programme using the
Emerging Contractor Development Model (ECDM), which was developed by the
Council for Scientific and Industrial Research and described in Dlungwana, Noyana
and Oloo (2004). The ECDM, being a best practice tool, aimed at assisting
implementing agents to facilitate the implementation of an emerging contractor
development programme. The ECDM helps focus on the quality and effectiveness of
development programmes by ensuring more effective and comprehensive development
of contractors’ capability and capacity. Central to the ECDM is the implementation of

a business plan with clear contractor development outcomes.

The integrated development model, implemented by the ECDC, embraces the concepts
of the ECDM with the additional elements of project management and Total Quality
Management (TQM) and this has led to an Integrated Emerging Contractor
Development Model (IECDM).

The impact of the programme can be measured to determine the overall effectiveness
of the programme in delivering developed and sustainable contractors to the

construction industry.

The aforementioned factors, as now identified, lead to the problem statement as set out

below, which will be addressed by this research.

The problem statement addressed by this study is how to develop a holistic
approach towards integrated skills development for emerging construction
contractors, by designing a model that can be managed with quantitative and

measurable outcomes.



1.2 Sub-problems

One of the challenges faced by many government decision-makers today relates to the
need for a construction development programme that comprehensively addresses the
challenges faced in the delivery of infrastructure projects and Black Economic
Empowerment (BEE). Investment in such programmes should be justified and
measured by increased contractor capacity to execute projects and grow their

businesses.

When investigating the effectiveness of the development model, several key questions
arise. These are dealt with as sub-problems to the main problem. The areas set out

below warrant detailed research in order to solve the main problem.

Sub problem 1: What is needed to structure an integrated emerging contractor
development model (IECDM) that will satisfy the developmental needs of

emerging contractors?

Sub problem 2: What quality and assurance mechanisms need to be created to
enhance the elements of the development model in order to, inter alia, satisfy the

objectives of the model?

Sub problem 3: What analysis and evaluation of the qualitative and quantitative

results, needed to assist with the design of the development model,?

Sub problem 4: Are project management processes a prerequisite for the

successful management of the IECDM?



1.3 Hypotheses

Hypothesis 1: Previous research has not adequately identified an integrated model for

the development of emerging contractors.

Hypothesis 2: Effective quality management and assurance mechanisms have not been

applied to the development of emerging construction contractors.

Hypothesis 3: The data compiled through structured quality assurance and
management contribute to the formulation of a validated IECDM.

Hypothesis 4: Generally recognised project management knowledge and practices are

required to successfully implement an IECDM.



1.4 Demarcation of research

1.4.1 Geographical demarcation

The study was limited to organisations in the Eastern Cape Province. The
development centres assessed were Port Elizabeth, East London, Mthatha, Kokstad

and Queenstown.

1.4.2 Size of organisation

The study was limited to 54 emerging contractors who were participating in the
development model, selected by an assessment process conducted in conjunction with
the Council for Scientific and Industrial Research (CSIR) and geographically located
throughout the Eastern Cape Province, and who have the capacity to deal with
projects between R250 000 to R2.5 million.

1.4.3 Management level

The study was conducted in collaboration with the ECDC’s Enterprise Development
Services (EDS) unit, with the researcher as the Programme Manager and lead Project
Manager, with the management team consisting of Ecospan Projects cc, the CSIR and

Noyana’s Management Consultancy cc.

1.4.4 Subject of assessment

The subject of assessment is the introduction of an Integrated Emerging Contractor
Development Model (IECDM) by the ECDC for developing emerging contractors in
the Eastern Cape Province. The approach adopted is generic in nature and may have

wider application.



1.45 Basis for the model

The basis for the model was to develop an effective development programme in
which best practices methods for the emerging construction sector in the Eastern
Cape could be established. Studying related literature and analysing the results
emanating from the application of the integrated development model, lead to the
development of the IECDM.

1.5 Key assumptions

The primary objective of an emerging contractor development programme as
described by Dlungwana, Noyana and Oloo (2004) is to contribute to the
empowerment of previously disadvantaged communities by providing opportunities
to existing contractors, as well as entrepreneurs entering the construction industry, to

become successful, independent contractors.

The programme seeks to enable emerging contractors, through the development of
their entrepreneurial, business, contract and management skills in a real project
environment, and to access opportunities created by the Public Preferential
Procurement Framework Act (PPPFA).

The research evaluated the successes of the programme and lead to the development
of/or the improvement of the existing model that may assist contractors and

authorities to ensure successful outcomes.

1.6 Importance of the research

The research is important because of its strategic intent and its synergy with
government mandate as documented in the South African Department of Public

Works Code of Practice, which is to implement interventions that:



Provide support to qualifying contractors performing at prime and sub-
contract levels across the full spectrum of the construction industry while

ensuring that balanced development takes place in all sub-sectors;

Facilitate access to information, advice, mentoring, finance and credit and

support integrated skills formation based on clear verifiable outcomes;

Enable emerging contractors to mature through the execution of public sector
construction contracts so that there are no identifying disparities between
these contractors and non-emerging contractors operating in the same

markets;

Facilitate essential continuous and appropriately packaged workflow,
accompanied by appropriate support, depending on the contractor

development profile, is essential;

Encourage and reinforce private sector initiatives, avoid reliance on the public
sector, which cannot substitute or replace existing finance, training and buying
and marketing infrastructure, all of which should enable the contractor to

develop a sound financial and credit record;

Balance the objectives of the promotion of the emerging sector with

community employment and training objectives;

Enable emerging contractors to successfully compete for and secure profitable
public and private sector contracts and to execute such contracts efficiently

and competently; and

Reinforce other development initiatives (commitment to working together and
sharing information) (South Africa. Department of Public Works, 2001:1).



The overall importance of the research is that an integrated model was investigated
for the first time and that the results lead to an improved development model.

1.7 Definition of selected concepts

In order to design a model for the development of emerging contractors, an
understanding of what an emerging contractor is and why the government is
promoting skills development and Black Economic Empowerment (BEE) is

necessary.

Key stakeholders such as the Construction Education and Training Authority (CETA)
and the Construction Industry Development Board (CIDB) should be defined. The
mentor may be shown to be a key component of the integrated model and maybe
defined in terms of the role that he/she plays in the emerging contractor development

process.

Any project requires planning, phasing and implementation. The project has to be
coordinated and monitored; it is proposed that project management plays a significant
role in the development of the integrated development model. The concepts that follow

were identified as the key components that require assessment for a project of this nature.

1.7.1 Project management

Project management, as defined by Duncan (1996:6), is “the application of
knowledge, skills, tools and techniques to project activities in order to meet or exceed
stakeholders’ needs and expectations”. Modern project management generally
encompasses the integration of nine knowledge areas. These include the four core or
constraint functions of scope, quality, time and cost, and the five integrative and
interactive  functions of risk, human resources, contract/procurement,
information/communications management and integration management. Zack (2004)
further adds occupational health and safety, finance, environment and claims

management as knowledge areas relating to construction projects.



Each function requires a separate skill set, so that, on a larger project or in the larger
project management organisation, responsibilities tend to be grouped accordingly for
its proper conduct. Consequently, the investigative format of a project management

appraisal more readily should follow these functional descriptions.

Knipe, van der Waldt, van Niekerk, Burger and Nel (2002:2) add that in order for
understanding of the various aspects of projects and project management,

understanding of the context or environment of project management is also required.

Knipe et al., (2002:5) continue to add the purpose of project management is to foresee
or predict as many of the dangers and problems in a project as possible, and to plan,
organise and control activities so that the project is completed successfully. Portny
(2001:12) defines project management as the process of guiding the project from its
beginning through its performance to closure. Burke (2001:1) regards project

management as a means of providing a structured approach to managing projects.

1.7.2 Emerging contractor

For the purposes of this study, a clear understanding of an emerging contractor (EC)
is needed in order to assess effectively the size and calibre of the business enterprise
being identified for development. The definition of a small-scale contractor varies
according to who is defining it. A widely used definition of an EC, developed by the
National Department of Public Works and described by Dlungwana et al., (2004:15)

is:

An EC is a sole trader, partnership or legal entity that adheres to statutory labour
practices, is registered with the South African Revenue Service and is a
continuing and independent enterprise for profit, providing a commercially useful

function. Also;
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e at least two-thirds owned by one or more Previously Disadvantaged Individual
(PDI) or, in the case of a company, at least-two thirds of the shares are owned
by one or more PDI’s, previously disadvantaged individuals referring to
indian, coloured and black people including white females; and

e under the control (management and daily business operations) of one or more

of the PDI’s who effectively own(s) it.

1.7.3 Mentor

Mentoring plays a key role in the development of the EC in the model and, therefore,
a mentor needs to be defined in terms of his/her role and requirements. According to
the South African Department of Public Works Code of Practice (2001:1), a mentor is
a trusted and respected advisor. It further defines that construction mentors, based on
their knowledge, gained through practical experience and prior learnt skills in the

construction industry, is able to:

e Guide and advise emerging contractors in the areas in which they need to

improve their competencies

e Develop the managerial skills of the key staff members in the business in the
functional areas of administration and information technology, public
relations, procurement, finance, human resources, marketing and technical
skills

e Set up business systems in emerging companies

1.7.4 Construction Education and Training Authority

According the Construction Education and Training Authority (CETA) (2004:
online), it was established in April 2000 by way of the South African Skills
Development Act. Its primary objective is to strategically influence the course of

training and skills development by ensuring that all training reflects current sectoral
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needs and requirements of the construction sector. Various skills development
projects and learnerships aim to develop resources comprising of skilled and a
motivated construction workforce, whose skills are recognised and valued in terms of
the National Qualifications Framework (NQF).

1.7.5 Construction Industry Development Board

According to the South African Construction Industry Development Board (CIDB)
(2006:0nline), the board is a Schedule 3(a) public entity, established to provide
leadership to stakeholders and to stimulate sustainable growth, reform and
improvement of the construction sector for effective delivery and the industry's
enhanced role in the country's economy. In terms of the Public Finance Management
Act (PFMA) (South Africa. Department of Finance, 2004:online), it is an accounting
authority that is responsible to the Minister of Public Works as the executive

authority. The board submits its annual business plan and report to the Minister.

1.7.6 Black Economic Empowerment

The Broad-Based Black Economic Empowerment Act of 2003 (South Africa,
2006:0nline) defines “black people” as a generic term that includes “Africans,
Coloureds and Indians”. According to the Act, “broad-based black economic
empowerment” — with an emphasis on ‘broad-based’ - refers to the economic
empowerment of all black people, including women, workers, youth and people with
disabilities as well as people living in rural areas. According to the Business Guide
Book (South Africa, 2002:online), economic empowerment is an integral part of
South Africa’s transformation process, encouraging the redistribution of wealth and
opportunities to previously disadvantaged communities and individuals, including

blacks, women and people with disabilities.
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The integrated model seeks to address the promotion of BEE in the construction

industry, with special emphasis on the Eastern Cape. All contractors selected for the

model must be BEE-compliant.

1.8

Research methodology

Leedy (1980) describes various approaches to the methodology of a thesis. These

approaches were studied in order to identify the correct methodology to be used in

order to support the problem statement and the sub-problems to the research being

addressed.

According to Leedy (1980:119), the historical method of research is the means
by which the researcher deals with the latent meaning of history. The object of
the historical method, therefore, is to provide a means through which the
researcher may deal with problems that arise from events that happened in
times past and to interpret what might otherwise be considered merely as the
happenstance of blind fortune. The holistic implementation of the IECDM is
the first integrated development model and, therefore, comparison to other
models will add value in terms of developing emerging contractors.
According to Leedy and Ormrod (2001:70), the literature review describes
theoretical perspectives and previous research findings related to the problem
at hand. Its function is to “look again” at what others have done in areas that
are similar, though not necessarily identical, to one’s own area of
investigation. A researcher should know the literature relating to the topic

very well.

Statistics, as described by Leedy (1980:175), is a language expressing those
concepts and relationships, which cannot be communicated in any other way.
The qualitative information that will be gathered by the implementation of the
model, as well as the various data capturing report systems to be implemented,
will provide a descriptive view of the actual development process followed by
the ECs and indicate gains in knowledge acquired against set parameters. The
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NQF level 2 Construction Contractor Certificate, under the guidance of the

training provider and the mentor, will form the basis of the model.

The experimental method will be applied to account for the influence of a
factor or, as in the case of complex designs, of multiple factors conditioning a
given situation, as stated by Leedy (1980:211). The implementation of the
model is experimental in nature of its application; it can therefore be
considered an experimental model in seeking to attain a best practice model

for emerging contractor development.

Leedy (1980:97) describes the descriptive survey method as what can, at
times, be referred to as a normative survey and is employed to process the

data that is available to the researcher through observation.

The methodology for the study will, therefore, comprise of:

A literature survey analysing historical information that has led to the

development and implementation of the model,;

A statistical survey analysing quantitative information obtained from the

model by the implementation of assessment tools and questionnaires;

Reporting on data gathered through observation as the model is implemented,

evaluated and completed; and

Comparing data generated against a second control group utilising the same
assessment tools developed.

1.8.1 Literature survey

A literature survey was conducted to determine the basis of the development of a

model, in order to aid the development of ECs. This survey indicates the criteria that
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need to be met in order to satisfy the objectives of the model and to gain insight into

requirements for the successful implementation of the model.

The literature survey focused on BEE in the construction industry, related project
management concepts and the status of the construction industry in relation to the
emerging market and skills development.

1.8.2 Empirical study

The studying and monitoring of 54 emerging contractors selected to participate in the
pilot programme focused on:

e Analysing the statistical data gathered by the implementation of the

development programmes;

e Monitoring the progress of the emerging contractors on a monthly basis over a

selected time period;

e Identifying trends in emerging contractor development;

¢ Analysing the key elements necessary to develop the model,

e Conducting comparisons of data generated by a similar study on 20 emerging
contractors who received mentorship only by a nationally accredited
construction mentor. The introduction of this second group provides an
opportunity to compare the outcomes of a mentorship based only programme
to that of an integrated development model. The intention is to compare the
integrated developmental model for emerging contractors with the ad hoc-

based development as for the second group.

The 54 contractors selected to participate in the integrated development model
formed part of the pilot study and participated in a learnership programme, combined

with the services of a nationally accredited construction mentor.
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Total quality management (TQM) was instituted for the pilot group, whereby quality
assurance mechanisms designed for the programme assisted the project team in
analysing the programme on a monthly basis in order to develop a Strength,
Weakness, Opportunity and Threats (SWOT) analysis.
The study also comprised the setting up of:

e Learning centres in designated areas in the Eastern Cape province;

e A help desk based in East London;

e A project team including industry professionals to manage the process;

e Communication mechanisms to gather data from all participants in order to

study and evaluate the growth of the ECs; and

e Post model completion questionnaires to obtain project stakeholders input of

the integrated development model.
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1.9 Thesis structure

Part 1 Introduction and project overview

CHAPTER 1: Introduction

Part2 Literature review

CHAPTER 2: Project management

CHAPTER 3: Black Economic Empowerment (BEE)

CHAPTER 4: Emerging contractors and skills development

Part 3 Emerging Contractor Development Model (ECDM)

CHAPTER 5: Design and implementation of the ECDM

CHAPTER 6: Total quality management

Part4 Empirical study

CHAPTER 7: Presentation and interpretation of findings

Part5 Conclusion

CHAPTER 8: New model design, recommendations and
comments
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ANNEXURE

concluding
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PART 2 LITERATURE REVIEW

CHAPTER 2: PROJECT MANAGEMENT

2.1 Introduction

A best practice development model for emerging contractors requires effective project
management from a project team that is skilled in the design, coordination and
implementation of a project of this nature. Project team members need to understand their
roles and responsibilities as project managers, as well as the risks and permutations of
any one project. Wideman (1990:5) states that as projects become larger and more

complex, the effective management of it becomes proportionally more significant.

Wideman (1990:5) continues to state that for projects, the consequences of decisions on,
essentially, how well the project is to be managed, with commitment to communication
and coordination, will generally outweigh the consequences of how well a specific
technical role is performed. The tighter the schedule, the more this need is magnified.

Orr (2004) and Westland (2006) add that project management has become the most

valuable skill required in any organisation.

This chapter focuses on the requirements of the project team and key project management
concepts related to a project of this nature. The objectives of the appointed project team

by the project client, the ECDC, are to:

e Ensure that the project, when initially conceived and authorised, supports the
organisation’s approved higher-level strategic objectives and contains acceptable

risks regarding the project’s objectives; and

e Plan, control and lead the project simultaneously with all other projects,

effectively and efficiently, so that each will achieve its approved objectives.
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Portny (2001:12) defines project management as the process of guiding the project from
its beginning through its performance to closure. Burke (2001:1) regards project
management as a means of providing a structured approach to managing projects.
Wideman (1990:18) defines project management as the art of directing and coordinating
human and material resources throughout the life of a project by using modern
management techniques to achieve predetermined objectives of scope, cost, time, quality
and participant satisfaction. Wideman (2000:5) further sates that the measure of project
success, in terms of both process and product, must be defined at the beginning of the

project as a basis for project management decision making and post-project evaluation.

Kiser and Winder (2000:online) states that the project management plan, when
implemented correctly, gives the project team upfront senior management support, clear
strategic direction and the right tools to manage the project to its desired conclusion.
Verzuh (2003:5) indicates that the basic understanding of project management is to
understand the project. Knipe, van der Waldt, van Niekerk, Burger and Nel (2002:2) add
that in order for understanding of the various aspects of projects and project management,

understanding of the context or environment of project management is also required.

Gido and Clements (2002:4) state that a project is an endeavour to accomplish a specific
objective through a unique set of interrelated tasks and the effective utilisation of
resources. Comninos and Frigenti (2002:9) define project management as a process by

which a project achieves its stated objectives.

2.2 Requirements of effective project managers and the project team

Lazarus (2005a:87) proposed that to effectively implement an emerging contractor
development model, there must be a project champion who will drive and promote the
programme. Murch (2001:13) states that project managers are a very special breed of
people. They are in great demand and will be increasingly so as the need for effective

technologists continues to soar.
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Wideman and Verma (1994:627-633) state that it is clear that leadership is important to
the success of a project, seeing that leadership is essentially about motivating people. It is
also clear that what may be characterised as “managership” is equally important, as this is

about getting things done.

Campbell, Baker and Baker (2003:16) state that good technology project managers are
trained, not born. They develop skills through experience and education. They become
better project managers each time that they successfully deliver a project. They learn new
techniques and apply it to their projects. They learn lessons - sometimes the hard way - in
order to be better managers in the future. Campbell et al., (2003:16) refer to the project

manager as the person who is ultimately responsible for the project’s success.

Archibald (2000:6) refers to the project manager’s role as being more operational in
nature compared to that of the project sponsor; which is more strategic. The project
manager plans and directs the execution of the project to meet the time, cost and
performance objectives as established by the project sponsor. Archibald (2000:7) states
that the project manager integrates the efforts of all persons and organisations
contributing to the project, primarily working through the various functional project
leaders.

Wideman and Verma (1994:627-633) add that to get a project started off right, the project
manager must display leadership. However, the style of leadership does need to change
as the project progresses through its life cycle. Project leadership and project
“managership” are both essential to project management success, and which is
appropriate when is clearly tied to the project life cycle. A suitable collective term for
describing the conduct of a project throughout its life cycle appears to be “project
stewardship”.
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Murch (2001:15) states that project managers must be able to motivate and sustain
people. Project team members will look to the project manager to solve problems and
help with removing obstacles. Project managers must be able to address and solve
problems in the team as well as those that occur outside the team. Project managers need
a wide range of skills, over and above the technical skills, to lead and deliver on time
projects successfully. A good project manager needs to understand the business aspects

of running a project.

According to Knipe et al., (2002:34-35) the project management team must identify the
stakeholders, determine their needs and expectations and then manage influence those

expectations to ensure a successful project.

Wideman (1991:7) adds that in addition, on a larger project, he will require other more
specialized services such as financial accounting, payroll, systems development,
personnel, legal, public relations and property acquisition. Because they do not normally
affect project control decisions, these activities are usually carried out by independent
departments or companies, not under the project manager's direct supervision.
Nevertheless, if the project manager is to get the quality of information and service that

he needs, he must maintain good communications with all such parties.

Wideman (1991:7) continues to state that the project manager will also be required to
report to the Executive on a regular basis. For this he must ender a succinct digest of the
available information on progress, forecast, resource requirements, and actions required.
Wideman (1991:12) states that the Project Manager's personal objectives must be to:

e Attain the willing commitment of people to assigned tasks;

e Achieve the coordination and collaboration of different work groups,

responsibility centers, and entire organisations, including those of the owner;

e Achieve cooperation by placing a high premium on reliability and timeliness of

information, and by discouraging unnecessary or irrelevant information;
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e Steer the project to completion in an orderly and progressive manner;

¢ Ensure that trade-offs between scope, quality, time and cost are satisfactory and

acceptable, and are seen to be so; and

e Encourage the development of personal and professional skills amongst the project

participants.

2.3 Project management knowledge areas

Projects encompass project management knowledge areas. It is, therefore, important to
define the knowledge areas in order to identify the role of each knowledge area in
implementing and managing the project. Wideman (1991:12) identified scope, quality,

time and cost management as the core group of project management control functions.

Zack (2004) adds that for construction project management additional knowledge areas
of occupational health and safety, finance, environment and claims management should

be considered.

It represents, therefore, a set of core parameters that are used to control the project. In
implementing the IECDM model, the project manager has identified, in addition to
Wideman’s core parameters, the need for effective project risk and communication

management as necessary components for the model.

Key project management knowledge, considered to be essential IECDM, are defined and

analysed in the following paragraphs:
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2.3.1 Project time management

The Project Management Body of Knowledge (PMBOK) by the Project Management
Institute (PMI) (2000:65) refers to project time management as comprising five elements,
ie activity definition, sequencing, duration estimating, schedule development and
schedule control, with project time management being defined as the process of ensuring
timely completion of the project. The PMBOK continues to state that these processes
interact with each other as well as with processes in other knowledge areas (Project
Management Institute [PMI], 2000:65-79).

Campbell, et al. (2003:122) recommend that any project manager begin planning by
starting with scheduling and time frames as time is money and mismanagement of the

project time will cause unbudgeted costs.

2.3.2 Project cost management

Campbell et al. (2003:160) state that the budgeting process can be intimidating to a
project manager and that the project manager must know what the project will really cost.
The PMBOK (2000:83) defines project cost management as the process required to
ensure that the project is completed within the approved budget. It comprises the
following main processes: Resource planning cost estimating, cost budgeting and cost
control. The PMBOK (2000:83) continues to describe project cost management as
primarily being concerned with the cost of the resources needed to complete the project

activities.

2.3.3 Project quality management

As described in Verzuh (2003:208), quality management can result in the team being
more effective in carrying out the management of the model. Project quality management
provides the tools to ensure that projects meet the required objectives. It prescribes
(plays) an important role in project planning and establishes the major functions of the
project manager during project execution. The goal of project quality management is to
ensure that the design and construction of a project meet the quality requirements
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established by an organisation. Lockyear and Gordon (2000:36) state that the need to
achieve quality affects all areas of industry including projects and project management.
One of the main problems with quality is defining what is meant in a particular case in

measurable terms.

2.3.4 Project communication management

The PMBOK (2000:117) defines project communication management as the processes
required to ensure timely and appropriate generation, collection, dissemination, storage
and ultimate disposition of project information. It comprises communication planning,
information distribution, performance reporting and administrative closure. Project
communication management is an effective component of the IECDM, as the emerging
contractors’ development must be carefully monitored; the results captured and

disseminated correctly to the project stakeholders.

2.3.5 Project risk management

Van Well-Stam, Lindenaar, van Kinderen and van den Bunt (2004:2) state that risk
management provides support for attempts to gain better control over a project when it
comes to time, money, quality, information and organisation. According to Chapman and
Ward (1998:9), the essential purpose of risk management is to improve project

performance.

Project risk management is a broad concept that can be approached in different ways.
Two standards have emerged that provide project teams with useful guidance with regard
to managing risk (Frame, 2002:83). One is the Australia/New Zealand standard, the other
is the standard promoted by the PMBOK. The PMBOK (2000:127) guide sees managing
risk as made up of six processes: Risk management planning, risk identification,
qualitative risk analysis, quantitative risk analysis, risk response planning and risk

monitoring and control.

The concept of risk for the model to be presented relates to the project management
objectives of time, cost and specifications as well as the business objectives of the
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project. Risk management forms an integrated part of business management and project
management. Risk management planning, if it is going to be managed effectively, must
have conscious planning to deal with it. When planning the overall project, time must be
set aside to deal specifically with a risk management plan (Frame, 2002:83). Risk
management is more than just the management of project risks; it is also the management

of the risks that the project may place on the business.

Effective management of risk will often require a substantial investment of resources.
Therefore, a key goal for risk management is to cultivate support among senior
management and other stakeholders and participants in the project for the actions or
programme that are needed to reduce or mitigate risks. Barkley (2004:13) states that the
challenge in overcoming risk is to have effective project leaders. Van Well-Stam et al.
(2004:109) add that risk management becomes the responsibility of each project team

member and must correspond to the level of authority.

Van Well-Stam et al. (2004:109) continue to state that risk management is a component
in the successful management of any project. It is a process that must start from the
inception of the project and continue until the project is completed and its expected
benefits have been realised. Risk management must focus on the areas of highest risk in
the project and continuously monitor other areas of the project in order to identify any

new or escalating risks.

The development of an integrated model may require risk assessments to be performed
prior, during and post completion of the project. Risk assessments comprise three key
elements: identifying uncertainties, analysing risk and prioritising risk. In the same way,
risk control comprises three elements: mitigating risk, planning for emergencies and

implementing control measures.

Verzuh (2003:179) states that project risk management techniques are complementary to
all project management functions, hence the incorporation of stringent project risk
management controls for the role, as taken from (implemented in) the development

model.
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2.4 Attributes of successful project management and the project team

According to Wideman (1991:14-15) The Project Executive has a vital role to play

and should insist on the following:

Executive Support - The Executive must clearly demonstrate support for the

project management concept by active sponsorship and control.

External Authority - The project manager must be seen as the authoritative agent
in dealing with outside parties, and be the responsible and single formal contact

with them.

Internal Authority - The project manager must have the necessary managerial

authority within his organization to ensure response to his requirements.

Commitment Authority - The project manager should have capability and

authority to control the commitment of funds within prescribed limits.

Competence - The project manager and his team members must be competent.

Other functional personnel assigned to the project must also be competent.

Project Team - The project manager should have a say in the assembly of his
project team, which will help him to obtain their personal commitment. The

private sector should build up the best source of expertise.

Project Manager Involved in All Major Decisions - No major technical, cost,
schedule, or performance decisions should be made without the project manager's

participation.

Management Information Systems - Effective project management information and

control systems must be in place, preferably with third party observation, scheduling and

estimating resources.
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2.5 Conclusion

By reviewing the related literature on project management, it is apparent that projects
undertaken require project management. The development and implementation of a skills
development model require a stringent project management process, as described in the
literature. A project, together with emerging contractors, construction mentors and
service providers, needs to be managed in terms of its roles and responsibilities. The
project carries a degree of risk, which needs to be managed in order to ensure quality

assurance, efficiency and that the project delivers in terms of the agreed on objectives.

A key goal of disciplined project managers is to avoid the unforeseen surprises that can
occur. These surprises may include cancelled projects, late delivery, cost overruns,
dissatisfied customers, outsourcing, termination and/or unemployment. Careful
consideration is, therefore, required by the ECDC Programme Manager in selecting

efficient project managers capable of managing the interests of the corporation.

The Project Managers for the IECDM need to understand Black Economic
Empowerment (BEE), as the skills development model is an attempt to promote BEE in
the construction industry referring specifically to non white or black South Africans. BEE
and the role it plays in transformation and the construction industry is explained in

chapter three.
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CHAPTER 3: BLACK ECONOMIC EMPOWERMENT (BEE)

3.1 Introduction

In this chapter, BEE in South Africa is addressed as well as the strategy which
Government has put in place to address the issue of BEE. Addressing BEE in the
construction industry requires an understanding of the importance of the industry as
catalyst for transformation as well as the overall role that Small Medium and Micro
Enterprises (SMME) play in developing a robust economy and the role that the emerging

contractor plays in each of these areas.

Furthermore, in order to address BEE in the construction industry, one needs to study the
challenges faced by emerging contractors. Skills development programmes are
empowerment exercises in addressing the lack of opportunities afforded to black South
Africans in the past; this is the basis behind the development of an Integrated Emerging
Contractor Development Model (IECDM) to address the skill shortage of black South
Africans.

According to Chege, Knoetze and van Wyk (2004:1), South Africa’s socio-economic
history is characterised by exclusion, referring to not all race groups benefiting from the
countries economic growth. Ever since the establishment of the Dutch settlement in the
Cape, successive governments have taken a narrow and sectionalist approach to
governance. The litany of exclusionary legislation of the past century is well known to all
South Africans. It culminated in the official policy of apartheid (separate development) of
the National Party government which was implemented as a national objective from 1948

onwards.

Chege et al. (2004:1) state that the historical and deliberate exclusion of black South
Africans from participating freely in the economy resulted in a society marked by vast
discrepancies and disparities. Government’s BEE policy aims to further strengthen South
Africa’s shared economy, which meets the needs of all the people of South Africa and
significantly reduces the gulf between black and white in terms of skills and job

opportunities in the shortest possible time.
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Chege et al. (2004:1) add that nonetheless, the slow pace of transformation has generated
much frustration among historically disadvantaged South Africans at the apparent lack of
commitment to BEE by government and the private sector. Many argue that the market
system, if left to its own devices, would not undo the damage caused by colonialism and
apartheid. Government, in its view, had to intervene. Chege et al. (2004) state that
subsequent to the initial employment equity legislation, a further act, the Broad-Based
Black Economic Empowerment Act, act no. 53 of 2003 has been introduced which
provides further impetus for BEE (South Africa, 2003).

Chege et al. (2004:1-14) add that the Act was introduced as a direct result of the apathy
by the private sector, in collaborating with the previously disadvantaged communities in
order to fast-track their mainstreaming into the economy. A key ingredient of this
legislation is the sector charters that have been developed by each sector and which have
translated into BEE goals that industries need to achieve in order to secure lucrative

contracts.

The construction charter (South Africa. Department of Public Works, 2006:0nline) was
finalised on 26 January 2006 but was suspended, pending the completion of other sector
codes according to Shubane (2006:online). In particular, the charter addresses the
elements of the BEE rating, ie ownership, control, employment equity, skills

development, procurement, enterprise development and corporate social investment.

The construction industry remains a target sector for government as well as industry
commentators since it is seen as a sector that is most able to contribute to Government’s

mandate in terms of job creation and economic growth.

In the Construction Industry Development Board’s annual report, Chairman Pepi Silinga
said: “Since the advent of democracy in 1994, Government has been unambiguous about
the strategic role of the construction industry in improving the quality of lives of the
people of South Africa” (Construction Industry Development Board [CIDB], 2005b:1).
Furthermore in the Construction Industry Development Board’s annual report, the

board’s CEO Hodgson also pointed to the need for South Africa to significantly grow its
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construction output over the next 10 years (2007-2017) (Construction Industry
Development Board [CIDB], 2005h:8).

A report by Fin24 (2006a:online) reported the late Public Works Minister Stella Sigcau
as saying that “South Africa’s construction industry is on the brink of a boom ... an
industry which is set to grow strongly in the next five years as a result of increased
infrastructure spending by government as part of the Accelerated Skills and Growth
Initiative of South Africa (ASGISA)”.

In a later report, Fin24 (2006b:online) reported that R360bn would be spent on
infrastructure over the next few years. Indicative of the boom are figures released by
Statistics South Africa in (2006) which pointed out that the value of recorded building
plans passed by larger municipalities during January 2006 rose by 32,3% over the
previous year. Large increases for non-residential buildings were reported - industrial and
warehouse space (75.2%) and shopping space (56,2%). Building plans for flats and

townhouses showed the largest percentage increase (70,6%) (Lehohla, 2006:0nline).

Gounden (1997:2-7) identified public sector construction procurement as a key
instrument that could contribute to the realisation of specific socio economic objectives.
Gounden (1997:2-7) pointed out that the National Department of Public Works, between
August 1996 to July 1997, issued building and civil contracts worth US$190 million,

using affirmative procurement policy specifications.

Gounden (1997:2-7) also noted that SMME’s could provide a foundation to de-racialise
the South African construction industry and provide a platform for the development of
future medium and large scaled firms that are owned and controlled by historically
disadvantaged firms.

The construction industry has suffered the same challenges, and hence the need to fast-
track BEE in the construction industry. Chege et al. (2004:1-14) state that the call for
government intervention is worth closer scrutiny. Chege et al. (2004:1-14) refer to the
Grant Thornton International Business Owners’ survey, published in 2004, that states that

three-quarters of South Africa’s medium-sized companies indicated that it does not care
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about suppliers’ empowerment profiles, while over a third did not feel that empowerment

was an issue when it came to winning business.

Chege et al. (2004:4) state that the survey concluded: “White males still run the economy
almost a decade after the African National Congress (ANC) came to power with a pledge
to transform the apartheid economy. Black people run the public sector while white
people run the private sector, the engine of the economy.” Whites still fill 80% of all top
management positions, though they represent significantly less than 20% of the
workforce. In addition, the 1,9 million employed whites command most of the 780 000

jobs that pay more than R8 000 a month.

A report by the South African Press Association (SAPA) (2006:online) reported that
management transformation has been achingly slow despite the fact that the fanfare
accorded too many large empowerment deals. The report continued to state that 524
directorships surveyed in an annual probe into executive pay that only six were held by

women in executive positions, and only 19 are taken by black executive directors.

3.2 What is Black Economic Empowerment?

The Broad-Based Black Economic Empowerment (BBBEE) Act 53 of 2003 (South
Africa, 2003:4) defines “black people” as a generic term that includes “Africans,
Coloureds and Indians”. According to the Act, “broad-based black economic
empowerment” — with an emphasis on ‘broad-based’ - refers to the economic
empowerment of all black people, including women, workers, youth, people with
disabilities and people living in rural areas.

The socio-economic strategies of the BBBEE Act 53 of 2003 envisaged include:
e Increasing black ownership and management of businesses;

e Facilitating community and worker ownership of “enterprises and productive

assets”;
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e Skills development;
e Issues surrounding equal representation in the workplace; and

e Preferential procurement and investment in businesses that are owned by black
people (South Africa, 2003:4-5).

3.3 The Construction Charter final version 2006

The construction sector believes that a positive and proactive response, through the
implementation of a transformation charter, would address inequalities in the sector, thus
unlocking the sector’s potential and enhancing its growth. According to the South
African Department of Public Works (2006:3) the Construction Sector Transformation
Charter:

e Constitutes a shared approach, reflecting targets that are visionary and contain
significant stretch to facilitate the rapid transformation of the construction sector,
which all sector stakeholders hold, and establishes the principles on which

BBBEE should be implemented in the sector;

e Establishes targets and qualitative responsibilities in respect of each principle;

e Lays the basis for the development of a Code of Good Practice for the
construction sector, as envisioned in the BBBEE Act; and

e Applies to all stakeholders in the sector.
The charter (South Africa. Department of Public Works, 2006:5) provides a framework
for the construction sector to address BBBEE, enhance capacity and increase the

productivity of the sector to meet world best practice.

The charter (South Africa. Department of Public Works, 2006:5-6) aims to:

e Achieve a substantial change in the racial and gender composition of ownership,

control and management in the sector;
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Promote the effective advancement of employment equity in the sector and

adherence to principles of non-racialism and non-sexism;

Provide to the construction sector the first quantitative method for monitoring and
evaluating the progress of an enterprise towards BBBEE and thereby aims to

contribute to the end of the fronting malpractice;

Expand the employment potential and absorption capacity of the sector using

labour-intensive approaches where economically feasible and possible;

Address skills development in a manner that accelerates the advancement of black
people, black women and designated groups with particular emphasis on

learnerships, technical and management training;

Increase the procurement of goods and services from BBBEE enterprises and

standardise preferential procurement methodology;

Enhance entrepreneurial development and promote the sustainable growth of
micro, medium and small BBBEE enterprises;

Devise mechanisms to bring about the formalisation of labour-only contractors,
ensure that they participate in training and abide by all relevant legislation and
regulation aimed at protecting their rights, improving workplace conditions and
the safety of labour;

Encourage adherence to triple bottom-line accountability and fair labour practices
through employment equity, skills development and Corporate Social Investment
(CSI) interventions;

Improve the capacity of the public sector to deliver, by promoting greater
partnership with Government in developmental initiatives, especially in under-
resourced areas, as enhanced delivery by the public sector will play a crucial role

in facilitating growth of the sector; and
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e Lay the foundations for the integration of construction sector associations to
create efficiency, promote a shared vision and enhance the sector’s ability to

communicate with Government and other stakeholders.

3.4 Government’s Broad-Based Black Economic Empowerment strategy

A report by BuaNews (2003:online) states that government identified the need for BEE
not due to political reasons but to grow the economy. According to a report by the
Business Map Foundation (2006:online) the rationale for empowerment is simple: redress
the economic exclusion of the majority of South Africans and through that, create a more
equitable and stronger economy. The report continues to state that BEE has been on the
agenda of the African National Congress (ANC) since it was elected in 1994. However
under President Thabo Mbeki the tempo picked up, with government employing all the
legislative leverage and buying power it has to force the pace of change, culminating in
the publication of a BEE strategy by the Department of Trade and Industry (DTI) in 2003
and the passing of the BBBEE Act 53 of 2003.

3.5 Black Economic Empowerment in the South African construction industry

According to Strydom (2006:0nline) BEE in South Africa is governed by the BBBEE Act
53 of 2003, and that the act regulates the objectives of BEE.

A report by the BMI Building Research Strategy Consultants Unit CC (2005:10) for the
Construction Industry Development Board (CIDB) found that there is limited scope for
BEE within the medium sized construction companies who tend to make use of sub-
contracting for specialised skills proposes that BEE should take place by encouraging
those with the skills to become owner entrepreneurs, firstly as sub-contractors and then

migrate to full contracting status over time as experience is gained.

By comparing the performance of the industry on the components of BEE against
idealised performance scenarios (leading BEE, lagging BEE, tracking BEE and avoiding
BEE), the report concluded that:
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e The performance of the industry in the area of Employment Equity could be

regarded as leading BEE;

e The performance of the industry on the components of Equity ownership,
preferential procurement and management could be regarded as lagging BEE; and

e The performance on components of skills development, enterprise development
can be described as avoiding BEE (BMI. Building Research Strategy Consultants
Unit CC, 2005:13).

3.6 Problems facing emerging contractors

The key constraints facing emerging contractors in the South African construction
industry are no different to the problems encountered by emerging contractors in other
developing countries. It may be argued, however, that when compared to other SMME’s
in the South African construction sector, the problems confronting emerging contractors
are more acute. Significant research has been conducted, internationally and locally, on
the problems facing emerging contractors. Ofori (1995), in a report prepared for the
United Nations Centre for Human Settlements (UNCHS) on policies and measures for
small contractor development identified a range of problems confronting SMME’s.

Dlungwana and Rwelamila (2003) state that contractors can be distinguished from each
other by using variables such as the size of annual turnover, capacity and capability. The
challenges facing small and medium-sized contractors can be distinguished as those that
affect small-scale contractors and those that affect medium-sized contractors. Some key
features of small-scale contractors are that they are largely unregistered, operate in the
informal sector of the economy and have very little formal business systems. The small-
scale sector comprises the largest percentage of total contractors, although they employ
very few permanent staff - usually less than 10 employees.

The medium-sized contractors are usually registered businesses that have formal business
systems in place, operating in the formal sector of the economy. These contractors
employ a relatively larger number of employees, approximately between 40 and 100, on a
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permanent basis. While many small and medium-sized contractors throughout the world
face challenges, contractors in developing countries have additional problems to those

experienced by their counterparts in the developed countries, states Ofori (1991).

Ofori (1991) adds that the conditions in developing countries present additional
challenges, which include, amongst others, the lack of resources for training contractors,
such as funds, poor construction procurement systems and lack of management capacity
as well as resources to equip managers to operate their business enterprises effectively
and efficiently. Contractors have to meet the traditional project measures of cost, time
and quality. In addition to these measures, sustainability issues, such as environment and

social responsibilities, have recently come to the fore.

Several researchers have analysed problems confronting emerging contractors similar to
that of Dlungwana and Rwelamila (2003:1-12), such as Atkinson and Milne (1996) and
Hodgson and Gwagwa (1997:165-173).

3.7 Financial support from government for Black Economic Empowerment

According to Strydoms (2006:online) governments approach towards the financing of
BEE is that its own efforts are merely facilitating BEE and that the private sector should
play a dominant role in the financing of BEE. Strydom continues to add that despite this
position government has channelled funds for BEE through the Department of Trade and
Industry (DTI) and its agencies such as the Independent Development Corporation (IDC),
the Land Bank, the Development Bank of Southern Africa (DBSA, Ntsika and Khula

Enterprise Finance Ltd.
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3.8 Conclusion

After reviewing the related literature on BEE, it is indicated that BEE, like economic
growth, is unsustainable unless it is shared by all construction industry stakeholders.
Therefore, BEE should be seen as an important element for restructuring the economy.
The role of development programmes therefore supports the government’s position
regarding promoting BEE in the economy of South Africa of which the construction

industry is one of the largest employers.

The development of the IECDM and BEE is closely interrelated. The purpose of the
model is to address the issue of the lack of BEE in the construction industry since it
targets individuals from historical disadvantaged backgrounds in the construction
industry while seeking to promote BEE in the construction industry. This should
contribute to the government’s overall BEE goals.

In order to promote BEE the skills of black South Africans needs to be addressed due to
the shortage of skilled labour experienced in South Africa. BEE as described in chapter
three will not be achieved without the necessary skills in place. Chapter four therefore
highlights the initiative of government to address the skills shortage in South Africa by
introducing the Skills Development Act, act 27 of 1998, the development of the
Construction Industry Development Board (CIDB) and the Construction Education and
Training Authority (CETA) as well as looking into developmental initiatives by

government.
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CHAPTER 4: EMERGING CONTRACTORS AND SKILLS DEVELOPMENT

4.1 Introduction

This chapter focuses on emerging contractors and the interventions that are in place to
develop the skills of black contractors in South Africa. Previous initiatives to develop the
skills of emerging contractors will be reviewed in order to develop a “best practice” skills
development model. McCutcheon and Croswell (2001:365-379) outline the challenges
facing emerging contractors as capital and expertise (entrepreneurial, managerial,
technical and administrative) as well as a record of accomplishment. All relate or result

from the lack of skills.

McCutcheon and Croswell (2001:365-379) explain that contract continuity holds the key,
since without business continuity; the contractor is likely to go out of business, be
unavailable for the work when required and lose competence through lack of practice. In
all cases, the training invested in the small contractor will be lost. The issue for continuity
becomes even more relevant if one takes into account the substantial resources of time

and money that are invested in emerging contractors.

McCutcheon and Croswell (2001:365-379) recommend that a programme approach
should include, among others:

Continuity of contracting opportunities;

Training and ongoing mentoring;

High-level support “champion”; and

Institutional support.

McCutcheon and Croswell (2001:365-379) highlight a programme implemented in
Egypt, which was a viable and potentially successful employment-intensive contractor
development programme. It is considered to be ahead of the South African initiatives,
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chiefly because of high-level commitment and allocation of the necessary funds and

political support.

McCutcheon and Croswell (2001:365-379) recommend a programme that is structured
as a series of consecutive contracts, during which the basically-trained small contractor is
progressively less closely mentored until he or she finally becomes able to act
independently, ie has the entrepreneurial approach towards looking for work and
tendering successfully, combined with the technical, managerial and administrative skills

to survive.

McCutcheon and Croswell (2001:365-379) add that skills development, particularly on
the entrepreneurial side, should address the period post 2010, when the big infrastructural
projects would have reduced dramatically. It is likely that the emerging contractor will
have exited the programme by then and may not be able to use it to fall back on. Their
skills may need to be of a sufficiently high standard to be able to export these into Africa,

as well as to compete locally with global competitors such as China.

Gann and Senker (1998:569-580) point out that the type of skills acquired is equally
important. It is likely that the current environment may not support entrepreneurship or
innovation, which is required to sustain long-term performance improvements. The type
of skills being transferred or gained should ensure that the skilled labour force ensures
improvements in delivery, productivity and cost. Improved skills will also reduce the
number of site accidents resulting from poor management and a lack of adequate and
appropriate operative training. Furthermore, air, noise and water pollution are important
business issues and will change existing processes. These have implications for business

processes and skill requirements.

Gann and Senker (1998:569-580) add that sophisticated construction products and
processes, as well as the increased need of technical knowledge and skills, can only be

achieved with properly trained and skilled workers.

An article by Fin24 (2006a:online) reported the late Stella Sigcau, Public Works
Minister, as saying that the industry was on the brink of a boom, necessitating an urgent

and vigorous drive to attract the youth and women in the sector. She said that the
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Accelerated Shared Growth Initiative of South African investment would have a direct
impact on the skill requirements of the construction industry, already flagging the

shortage of professionals and artisans.

A key ingredient for success, pre and post 2010, is entrepreneurship. Unfortunately,
according to a report in the Sunday Times by Jackson (2006:19), this remains an area of
concern, as South Africans continue to perform poorly in terms of indicators, such as The
Global Entrepreneurship Monitor, in which South Africa was rated 25" of 35 countries.
Furthermore, this trend is shared by high-income countries and not by other emerging
economies. In addition, while South Africa performs badly on two out of the three

measures of innovation, it is also becoming less innovative year on year.

McCutcheon (2001:275-284) states that unemployment remains one of South Africa’s
most pressing problems. At the same time, there is a great need for physical infrastructure
in urban and rural areas. Concurrently, there is also a lack of individual skills and
institutional capacity. From a theoretical perspective, substantiated by large-scale
experience elsewhere in Africa, there are reasons for advocating the establishment of
carefully formulated, long-term programmes using employment-intensive methods for

the construction and maintenance of the required infrastructure.

McCutcheon (2001:275-284) adds that these programmes have also improved
institutional capacities and developed individual skills. These can be financially
competitive with conventional (equipment-based) construction and produce the same
quality of product in the same time. From a development perspective, there are additional
socio-economic benefits to be gained, such as the development of individual skills and

institutional capacities, and the alleviation of poverty.



40

4.2 Skills Development Act, act 27 of 1998

The Skills Development Act provides an institutional framework to devise and
implement national, sector and workplace strategies to develop and improve the skills of
the South African workforce (Engdahl and Hauki, 2001:62). According to Engdahl and
Hauki (2001: 62) the purpose of the Act is to:

e Increase the levels of investment in education and training of the labour force;

e Improve the employment prospects of persons previously disadvantaged by unfair

discrimination; and

e Redress the disadvantages through training and education.

Employers are:

Encouraged to use the workplace as an active learning environment;

To provide the employees with the opportunities to acquire new skills;

To provide opportunities to new entrants to the labour market to gain work

experience; and

To employ persons who find it difficult to find employment.

Engdahl and Hauki (2001:62) state that the definition of an employee in this Act is the
same as in the Employment Equity Act. A worker is defined as an employee, an
unemployed person or a work-seeker. The Act established the National Skills Authority
and the National Skills Fund and provided for the establishment of Sector Education and
Training Authority (SETA). The functions of the National Skills Authority are, among

others, to:

e Advise the Minister of Labour (the Minister) on regulations to be made;
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e Liaise with SETA regarding different skills development policies and strategies;

e Conduct investigations; and

e Report on the progress made in the implementation of the national skills

development strategy.

Engdahl and Hauki (2001:62) add that members of the authority are appointed by the
Minister to represent interests from labour, business, the community and development
interests as well as the State. They focus on specific economic sectors, determined by the
education and training needs of employers and employees in similar categories of
businesses. The potential for coherent occupational structures and career planning as well
as the financial and organisational ability of the proposed sector to support a SETA, are

other issues taken into consideration.

According to Engdahl and Hauki (2001:62), the function of SETASs is to:

e Develop and implement a sector skills plan by establishing learnerships;

e Approve workplace skills plans, allocate grants to employees, employers and

education and training providers; and

e Monitor education and training in the sector.

Furthermore, they are to collect and disburse the skills development levies in their
sectors. The SETAs liaise with the national skills authority and report to the Director
General of Labour. Every SETA consists of representatives from labour, employers and
relevant government departments and might also include other interested parties if the
Minister of Labour considers it appropriate (Engdahl and Hauki, 2001:63).

Employers may develop a skills programme for their workforce, after which they can

apply to their SETA for a grant or to the Director General of Labour for a subsidy.
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Engdahl and Hauki (2001:63) define a skills programme as:

A programme that is occupationally-based, will constitute a credit towards a qualification
registered in terms of the National Qualification Framework when completed, uses a
training provider accredited by a body contemplated in the South African Qualifications

Authority Act or complies with the prescribed requirements.

4.3 The Construction Charter and skills development

The construction charter (South Africa. Department of Public Works, 2006:7) outlines

skills and entrepreneurial development objectives that the construction industry needs to

achieve over a three and seven-year period. These objectives are:

Address skills development in a manner that accelerates the advancement of black
people, black women and designated groups, with a particular emphasis on

learnerships, technical and management training; and

Enhance entrepreneurial development and promote the sustainable growth of

micro, medium and small BBBEE enterprises.

The charter (South Africa. Department of Public Works, 2006:10) targets specific skills

development expenditure during this time, namely:

Seventy percent of total skills development must be spent on black people;

Twenty five percent of skills development spent on black people must be spent on

black women;

Twenty five percent of skills development spent on black people must be spent on

black management; and
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e Twenty percent of skills development spent on black management must be spent

on black women management.

4.4 Accelerated Shared Growth Initiative of South Africa

McCutcheon and Croswell (2001:365-379) state that there is a corollary of a formal link
between large-scale construction programmes and training programmes, i.e. the actual
construction works expand at the rate to which the training programme has been able to
produce competent people. In effect, institutional capacity has been established by
producing people who are functional at a particular level and inserting them into the
institution so that, as a whole, the whole institution functions in accordance with its

overall objectives.

As part of the ASGISA project, Government has targeted skills through its Joint Initiative
for Priority Skills Acquisition (JIPSA) project. This relates to building a database of
graduates, as well as linking up experienced persons in various industries who are able to

mentor new entrants to the market.
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4.5 The role of the Construction Education and Training Authority

In April 2000, the Construction Education and Training Authority (CETA), (2004:online)
took over the responsibility for all education and training in the construction sector,
which includes all building, civil engineering and related activities (which are performed
in an office, on site, in a workshop or factory) associated with the design of, planning for,
preparation for and the building, construction, erection, fitting, completion, maintenance
and repair of buildings, structures, factories, dam walls, weirs, reservoirs, pipelines,
canals, tunnels, roads, runways, driveways and parking areas as well as building and civil

infrastructure.

According to CETA (2004:online), one of the tasks of the CETA is to ensure that a
skilled and motivated construction sector workforce is developed, and that the skills are
recognised and valued in terms of the National Qualifications Framework (NQF). It is
also in the interest of the CETA that people who have acquired skills, but do not have
qualifications, are put through the Recognition of Prior Learning (RPL) assessment
process, so as to ensure that they can compete on an equal footing for those jobs that

require some form of qualification.

According to CETA (2004:online), in addition to carrying out the functions listed above,
the CETA is also accredited by the South African Qualifications Authority (SAQA) to
provide an Education and Training Quality Assurance (ETQA) role to the industry,
ensuring that standards of training are rigorously adhered to. The CETA is funded from
the levies paid by employers, with 70% of the total levies paid being available to be

claimed as grants. Twenty percent of the levies go to the National Skills Fund.
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In order to ensure adequacy of representation, the CETA has been formed with four sub-

sectors, namely:
e Construction (the contractors);
e Consultants (engineers, architects, quantity surveyors);
e Town planners and landscape architects; and
e The manufacturers and suppliers of construction materials.

Each of these sub-sectors has a standing committee reporting directly to the authority

members on matters particular to its sub-sector.

4.6 The role of the Construction Industry Development Board

The Construction Industry Development Board (CIDB) (2006:0nline) was established by
parliament (Act 38 of 2000) as a statutory body to provide leadership to stakeholders and
to stimulate sustainable growth, reform and improvement of the construction sector for

effective delivery and the industry’s enhanced role in the country’s economy.

The CIDB, which is responsible to the Minister of Public Works, comprises private and
public sector individuals appointed by the minister on the basis of their individual
knowledge and expertise. The board is supported by a professional and knowledge-based
organisation, structured to drive the strategic objectives of the CIDB (CIDB, 2006:

online),.

The CIDB's mandate is to provide:
e Strategic leadership;
e Promote sustainable growth;

e Promote improved performance and best practice; and
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e Promote improved procurement and delivery management, and develop methods
for monitoring and regulating the performance and registration of projects and

contractors.

4.7 The Emerging Contractor Development Programme

In 1997, the South African Department of Public Works set up the Emerging Contractor
Development Programme (ECDP) to help fast track the involvement of black-owned
construction businesses in the sector. The programme has brought about the management
of 50 000 construction projects by black-owned companies, generating R431 million, but
the slump in the industry in the 1990s starved many of these companies of business,

states Neveling (2003:online).

Training should be developed for different levels of emerging contractors, including
contract-specific training to prepare entrepreneurs for work appropriate to their size and

stage of development.

4.8 The Expanded Public Works Programme

Van Wyk (2003:15) states that the Expanded Public Works Programme (EPWP), over the
next five years, will spend at least R15 billion of R45 billion on work that lends itself to
labour-intensive jobs. These jobs include the upgrading of rural and municipal roads
(37 416km), pipelines (31 000km), storm water drains (1 500km) and urban sidewalks
(150 km). The programme is intended to create employment, enhance service and

infrastructure delivery and provide skills and training.

Van Wyk (2003:15) states that the programme is to be effected by the private sector,
which will be invited to tender for infrastructure projects earmarked as labour-intensive.
The role of the public sector will be to manage procurement, select projects and provide
project management. The EPWP has received widespread support, as public works
projects are seen as more beneficial than a basic income grant, in that it targets the poor
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more effectively, creates infrastructure that is more widely useful to society and provides
for on-the-job training and skills development.

Economists and policy analysts, however, fear that the programme may be severely
impeded by the lack of capacity in Government to roll out the necessary projects. The
private sector is to be asked to second skilled project managers to work in some
municipalities to assist with the management of the projects. Concern has also been
expressed that placing the EPWP in the Department of Public Works may undermine the
programme as the Department is severely overloaded. It is likely that the EPWP projects
will be more attractive to smaller contractors than the larger contractors who tend to
make greater use of capital-intensive construction methods. Utilising smaller contractors

will, by contrast, result in greater job creation.

4.9 Analysis of previous research on development programmes

This section focuses on the analysis of previous skills development programmes
undertaken in South Africa in an attempt to source the positive aspects thereof and

incorporate these in the integrated development model to be developed.

A case study conducted by English (2002:583-593) on 200 workers revealed that the easy
entrance into construction labour and the lack of barriers, due to informal employment

practices, has meant that there is a low level of ability.

English (2002:583-593) found that the trend of outsourcing has resulted in a drastically
reduced formal labour force available for formal training. Most workers in the informal
sector (over 50% of the sample) are casually employed and nearly 50% of the sample had
not worked for the current employer for more than a year. Workers in impermanent
positions do not have the opportunity to develop skills, and hence 76% of the sample

were working in their original role of labourer and had not progressed into other roles.

Workers’ principal opportunity to improve skills appears to be on-site. English
(2002:583-593) found that, given the low education level of the sample, it is unsurprising

that few showed interest in acquiring skills other than building ones pertinent to their
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jobs. However, the workers were also asked to assess their language skills. Shared
language is an important factor in effective communication. According to English
(2002:583-593), almost half the sample said they would like to improve their language

skills, with English the most favoured choice.

English (2002:583-593) asked workers how they had acquired their skills. Thirty-four
percent of those who answered this question said that they had acquired their skills
formally and was in the older age bracket. Sixty-six percent had acquired their skills

informally.

English (2002:583-593) also found that training is vital to the future skill requirements of
the construction industry. The Government has affirmed this with its creation of SETAS
for different sectors, with CETA being the SETA for the construction industry. The major
task of CETA is to develop a skilled and motivated construction sector workforce. A
feature of this skills improvement programme will be the Recognition of Prior Learning
(RPL), a process of assessment for people who have acquired skills, but who do not have

qualifications, but who have developed in the informal sector.

English (2002:583-593) adds that given the predominance illustrated by the sample of
workers without qualifications, but with skills acquired on the job, this is a topical
approach. CETA has committed to certain targets in terms of training and is to develop

learnerships in construction. These learnerships replace the apprenticeship system.

Merrifield (1999:74) states that research on programmes, designed to support small-scale
contractors in the low income housing sector in the pre-1994 period, indicated that many
of these programmes did not equip the builders with the skills of “risk management” that
would enable them to survive in a competitive market. While the programmes provided
managerial support, it restricted builder operations to a level that did not guarantee them
sufficiency. Since 1994, support is less emphasised and providing work opportunities has

received more emphasis.

Merrifield (1999:74) states that to some extent, support programmes have been replaced
by joint venture contracts between black (small, under-resourced) and white (large, well-

resourced) contractors. In many cases, these joint ventures have developed small
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contractor skills and increased their exposure to larger contracts. However, they do not
have “risk management” experience, which is necessary to become competitive in the

market.

Larcher (2001:5) states that there is no definitive answer to the design of a contractor
development programme. Experience in designing programmes is currently fragmented
and poorly documented. The Department for International Development (formally the
Overseas Development Administration) recognised the need to gather and collate existing
experience with its support of the Management of Appropriate Road Technology
(MART) initiative.

McCutcheon and Croswell (2001:365-379) found that small contractor development, in
relation to employment-intensive rural road programmes in sub-Saharan Africa and other
types of work in South Africa, must introduce the main lessons from employment-
intensive work. One of the main lessons is to adopt a long-term programme approach as
opposed to an ad hoc project approach. The adoption of such an approach, combined with
the recognition and acceptance of the extremely poor educational base, lack of individual
skills and institutional capacity, must lead to the formal linking of a comprehensive

training programme with a construction programme.

Ofori (2002:38) report that most of the previous work, in terms of the development of
contractors in developing countries, concentrate on small contractors and conclude that
the process of contractor development is extensive and must include a wide range of

initiatives targeted at:

e The enterprises itself;

e The employees and proprietors of these companies;

e The resources which these companies require;

e The rest of the construction industry, such as the designers; and

e The operating environment of the contractors.
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Van Wyk (2003:16) states that the South African Department of Public Works has, since
1996, increased the share of value of its capital projects to 43% in favour of emerging
contractors, compared to the four percent in 1994. It has also registered more than 3 300
emerging contractor firms, of which 290 are women-owned, on its database. Emerging
contractors have been the recipients of about 50 000 contracts of varying sizes, with a
value in excess of R400 million, while women contractors executed 79 construction-

related projects with a value of R188 million between 2001 and 2003.

410 Conclusion

The literature reveals that Government has put interventions in place to address the
problems faced by emerging contractors such as the CETA, CIDB, ECDP, and EPWP.
These are proof of the initiatives taken by Government to ensure viability and
sustainability of black contractors in the construction industry. By reviewing the skills
development initiatives, it becomes apparent that an integrated development model,
combining the three key areas of development, namely financing, mentoring and CETA
learnerships, should be introduced. Emerging contractors vary in size and capacity.
Therefore, skills development programmes need to be flexible in terms of content

adjustment, methods of implementation and accessibility.

In response the initiative of government to address the skills shortage as described in
chapter four and to promote BEE in the construction industry as described in chapter
three, chapter five describes the Emerging Contractor Development model (ECDM) and
its strategic intent to create sustainable and development contractors.
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PART 3 EMERGING CONTRACTOR DEVELOPMENT MODEL (ECDM)

CHAPTER 5: DESIGN AND IMPLEMENTATION OF THE ECDM

5.1 Introduction

The primary objective of, and the theory supporting, the development of an integrated
development model is to contribute to the procedures and processes that may empower
existing construction contractors and entrepreneurs from disadvantaged communities by
providing them with opportunities in order that they may become successful and

independent.

The Emerging Contractor Development Model (ECDM) as documented by Dlungwana,
Noyana and Oloo (2004), seeks to enable emerging contractors, through the development
of their entrepreneurial, business and contract management skills, in a real project
environment, to access opportunities created by the Public Preferential Procurement
Framework Act (PPPFA). It aims to overcome the impediments that they face, which

arise from the legacy of apartheid, and consolidate their growth and development.

This research is based on the ECDM, as developed by the Council for Scientific and
Industrial Research (CSIR). The ECDM is a best practice tool aimed at assisting
implementing agents which facilitate an emerging contractor development programme.
The ECDM helps focus on the quality and effectiveness elements of development
programmes by ensuring more effective and comprehensive development of contractors’
capabilities and capacity. Central to the ECDM is the implementation of a business plan

with clear contractor development outcomes.

The research proposes that, through the implementation of the to-be-developed integrated
model, implementing agents will be able to implement enabling environment initiatives
in a manner that is responsive to the development imperatives of individual enterprises.
The model endeavours to create a balance between facilitating an enabling environment
for emerging construction firms and coordinating enabling environment initiatives that

respond effectively to the needs of firms.
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The key components of the integrated model are investigated and discussed in this
chapter. Thereafter the functioning of the ECDM model will be explored as the primary

model for the study, in order to develop an integrated model.

5.2 Mentorship in the construction industry

According to the South African Department of Public Works Code of Practice,
mentorship, in one form or another, has existed in the construction industry for centuries.
In South Africa, mentorship has been identified as a means of developing capacity in new
entrants to the construction sector and overcoming business impediments in existing
firms that have arisen as a result of the legacies of apartheid. It aims to achieve this goal
through the coordinated and controlled transfer of knowledge and experience with the
help of mentors who are responsible for giving reliable and honest advice to the person
being mentored (South Africa. Department of Public Works, 2001:2-3).

The South African Department of Public Works Code of Practice adds that mentorship
involves the transfer of knowledge and experience, but excludes the performance of
essential daily contracting functions on behalf of the mentored contractor. Mentorship is
essential to accelerate the process of empowerment. It affords emerging contractors, who
are awarded contracts, the benefit of the experience of those individuals who have
extensive experience in the construction industry. This exposure is designed to address
many of the common shortcomings encountered by emerging contractors, such as poor
pricing structures, the winning of non-profitable tenders, late starts to contracts, late
submissions of payment claims, late commissioning and the hand over of contracts
(South Africa. Department of Public Works, 2001:2-3).

5.2.1 Mentor accreditation and development

The mentor accreditation and development process forms part of a quality assurance
programme for the integrated model. A model of this nature requires strict quality control
measures and a strong project management team. Mentors are selected for the programme
after successfully passing the mentor accreditation examination (University of the Free
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State, 2006). The examination was developed by the University of the Free State after
initially pioneered by the Pretoria University. The examination tests the mentor’s ability
to transfer skills to emerging contractors and their knowledge of the construction

industry.

5.3 Construction Education and Training Authority’s skills programmes

5.3.1 Recognition of Prior Learning

Recognition of Prior Learning (RPL), as described by CETA (2004: online) is a process
of evaluating and crediting a person’s prior learning and experience, no matter where,
when or how that learning was obtained, by assessing the value of such learning against
national registered Unit Standards or Qualifications, using Qualified Assessment

Practitioners in the National Qualification Framework (NQF).

The overall objective of the project is to increase employment opportunities and
productivity in the building and construction sector. The purpose of the project is to
develop an efficient, sustainable nationwide system of RPL for the building trades, linked
to the NQF.

5.3.2 National Certificate in Construction Contracting

. Rationale of the qualification

According to the National Certificate in Construction Contracting by CETA
(2004:0nline), many building construction practitioners were denied career advancement
and possible recognition as qualified contractors as a result of past legacies. This was as a
result of poor educational opportunities at some schools, which led to their exclusion
from formal training institutions. The introduction of a National Certificate in
Construction Contracting, based on unit standards, will allow learners to reach their full
potential of advancement through RPL. The sector skills plan, developed by the CETA,
showed a definite need for entrepreneurial and management personnel in the emerging

sector in order to develop smaller construction contracting businesses.
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. Purpose of the qualification

The National Certificate in Construction Contracting qualification has been developed to
assist with standardisation across the construction industry. This will allow a person to
register as a construction contractor and use it as foundation for future career
advancement across similar Small, Medium and Micro Enterprise (SMME) programmes
in other sectors, as well as to supervisory and management qualifications in the

construction sector.

5.4 Strategic objectives of the model

The integrated long-term management of developmental issues is the key objective of the
proposed model and is the platform for a holistic and sustainable enabling environment
applied to a range of opportunities. Dlungwana et al. (2004:16) state that integrated

coordination through the model would provide the results as set out below:

e Access to work opportunities - unbundling or the identification of packages of
work suited to emerging contractors, tied to the objectives of a wider contractor
development programme, which provide for a defined developmental path and

incremental enterprise growth according to a development framework;

e Training and skills development - formulating and managing defined mentorship
and management support for contractors to undertake contracts successfully, as

well as provide a basis for ongoing competency development;

e Institutional support arrangements - addressing the entry barriers to participation,
such as waiver on guarantee requirements; through the Affirmative Procurement

Policies and Targeted Procurement;

e Access to finance - financial institutions are starting to emerge with innovative
schemes, such as mentorship-linked access to bridging finance and construction
guarantees that are designed to manage the perceived risks.
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The overall objective is, therefore, to transform the emerging sector into a sustainable

growth-oriented sector with good commercial credentials that allows for the sector’s

integration into the mainstream commercial practices.

5.5 Generic principles of the model

The following generic principles of the contractor development programme, as identified

by Dlungwana et al. (2004:18-46), should be adopted in order to ensure an effective

development programme:

Support should be provided to enterprises that make best use of the support

provided;

As a programme, it must not perpetuate the division in the construction industry,
ie a relatively well-resourced formal sector on the one hand, with an unregistered,

poorly resourced informal sector on the other;

The criteria for the provision and discontinuation of support must be clearly stated

and made known to interested parties;

The performance of emerging contractors should be systematically monitored and

evaluated, using a database/register, which creates, inter alia, a track record,;

Clients should pay contractors promptly;

Enabling programmes must endeavour to maximise the use of uniform, user-
friendly and standard procurements documents, practices and procedures.
Standard targeting strategies and uniform preferential procurement policies,
which are based on those developed at a national level with minimal

locality/organisational-specific amendments, should be used,;

Strategies for enabling programmes must be based on the Public Finance
Management Act, act 1 of 1999 amended by act 29 of 1999;
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The principles of the National Qualifications Framework, as outlined in the South
African Qualifications Act, act 58 of 1995, should form the basis of any
managerial and skills development;

Training should promote career progression;

Interventions should not promote dependency on the programme.
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5.6 The structure and functioning of the model

LEVEL 1

Entry-level
chaotic stage

-

-

it

LEVEL 2

LEVEL 3

il

LEVEL 4

LEVEL 5

Fully-developed
contracting
capability

CRITERIA FOR ASSESSING CONTRACTOR:

CAPABILITY GROWTH
— _/
-~
Type of Value of Mentorship Warranty Typical Tender
contract contract strategy obligations duration award basis

Figure 1: Basic structure of the emerging contractor development model

Source: Dlungwana et al., 2004:36

The model, shown in Figure 1, is characterised by the two main features, namely:

e The grading levels indicating the level of contractor performance capacity and

capability; and

e The criteria that assesses the capacity, capability and growth.
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The current model provides a growth path that enables a contractor to move from an
entry-level stage level 1 to level 5 where a contractor achieves full capability to execute
contracts without handholding. The model, thus, ensures that contractors are taken on a
continuous improvement path, in a series of capacity development steps, so that they
learn the basic management principles in order to grow their businesses into sustainable

enterprises.

It is important to begin the development process by determining the contractor’s
performance. This level is achieved by carrying out a performance assessment that
determines the level to which a contractor must be allocated in terms of current
knowledge and skill. The level determines the type of training and mentorship support

required. Contractors on the programme will enter at level 1 and exit at level 5.

Dlungwana et al. (2004:18-46) continue to state that the current model is structured to

address the following key development challenges:

e Facilitation of a suitable plan for the creation of an enabling environment and the
facilitation of linkages between the contractors and other regional and national

programmes and stakeholders;

e Facilitation of an appropriate training, mentorship and other relevant support

programme;

e Facilitation of access to financing and credit;

e Monitoring, control and evaluation of the development programme so as to ensure
that the required outcomes are achieved and contractors can progress to the level

where they can execute relatively high-risk projects.

Dlungwana et al. (2004:38) state that a need for clear grading criteria is fundamental to
the monitoring and evaluation of contractor development. A comprehensive contractor-
grading framework, with specific capacity development milestones, requires verification

indicators as well as entry, progression and exit criteria as well as a clearly defined career
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path, in order to profile each emerging contractor. Based on such grading, it is possible to

determine which support interventions are required.

Dlungwana et al. (2004:38) state that the principle of contractor grading stems from the
need to understand the levels of contractors’ capabilities in order to provide appropriate
development support and the need to match a contractor’s capability to a project with an

appropriate level of complexity.

Dlungwana et al. (2004:38) add that, with the help of mentors, the contractors are able to
apply the theoretical knowledge to real construction projects. An ongoing performance
assessment is conducted to assess progress, as set out in the performance criteria.
Contractors that develop the necessary contractor capacity move from the one level to the
other until they have completed the programme and are able to compete in an open

market where less assistance is provided.

Figure 2 illustrates a step-by-step procedure of how the model functions. The first activity
IS to select a contractor as a candidate for the development programme based on, inter

alia, the following criteria:

Affirmative Business Enterprise status;

e Previous work experience;

e Academic qualifications;

e Previous training;

e Compliance with legal and tax requirements;

e Resources owned; and

e Aspects of empowerment, such as the proximity of the contractor to the site, to

address development of local enterprises.
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Figure 2: Functioning of the model

Source: Dlungwana et al., 2004:42

Dlungwana et al. (2004:18-46) state that the gaps or areas for improvement in each

category must be identified in order for contractors to attain the specific capacity that is

required for them to grow and become competitive. Development needs in terms of work
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opportunities, training and mentorship are also identified and matched with contractors in
the specific categories.

Dlungwana et al. (2004:38) also add that other key development activities that may be
required are the provision of work opportunities, training, appropriate mentorship and
information. Ongoing performance assessment forms part of an evaluation process that

ensures that the development programme yields positive results.

5.7 The Emerging Contractor Development Model

5.7.1 Scope of work

The model is tailored to cater for the needs of contractors, recognising the dynamics of
the industry and contextualised for construction projects. While the course is basic, it lays
an appropriate foundation for learning that allows the contractor to move from small-
scale projects to medium-sized contracts, ranging up to R5m. The business and
management/entrepreneurship theory is delivered in a workshop environment where there
is wide participation and sharing of experiences. The entire programme takes between 12
and 18 months.



5.7.2 Methodology

The methodology to be followed in developing contractors is illustrated in Figure 3 and

described in section 5.7.3

PROJECT PLANNING AND SETTING UP OF OFFICE

-

SELECTION AND GRADING OF CONTRACTING, AND
SELECTION OF LOCAL SERVICE PROVIDERS

-

DEVELOPMENT NEEDS ANALYSIS AND IDENTIFICATION
OF APPROPRIATE INTERVENTIONS

-

TRAINING AND MENTORSHIP (CAPACITY BUILDING AND
CONTINUOUS IMPROVEMENT)

e

FINAL ASSESSMENT OF TRAINING AND MENTORSHIP

=

COMPILATION AND PRESENTATION OF A FINAL
REPORT

Figure 3: Methodology for contractor development
Source: Dlungwana et al., 2004:42
Figure 3 outlines the phases of the model, ie from the start to completion of the model.

Six phases have been identified in order to ensure that the objectives of the model are

met.



Figure 4 outlines the overall project team structure and the relation between the project
team and the identified construction stakeholders. The core team is represented by the
project leader and programme manager with the assistance of the CETA, training
providers, Total Quality Management (TQM) consultants, the researcher as the overall

programme manager and lead project managers.
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Figure 4: Stakeholder structure
Source: Dlungwana et al., 2004:42
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5.7.3 Project phases, resources and activities

The project was executed in six project phases, as outlined in Table 1. The phases have

been identified by the project team as the required elements of the model in order to

implement the model as well as for the formation of the integrated development model.

Table 1: Project phasing

Phase Description of activity Resources Deliverables

Phase 1 This activity involves agreement on the e CSIR e Project plan

project scope, methodology, the project (project e Training

plan and the development plan. The manager) programme
Project activity includes the preliminary planning e Local administration
planning, to set up the office and the infrastructure, coordinator system
setting up including programme management
office and systems and procedures. The primary role
ongoing players include the:
creation of e CSIR and its partners (service
enabling providers);
environment e theclient (ECDC); and
(including e the employers (construction site
securing of owners) and contractors.
projects) The project manager assisted the client,

ensuring that an enabling environment

was created so that obstacles hampering

development are removed and that

contractors are able to develop their full

potential.

The role of the project for the purposes of

the study was to allow the project team to

assess and evaluate the project with the

intention of identifying the strengths and

weaknesses of the project in order to

develop a best practice emerging

contractor development model.
Phase 2 An operations office help desk was set up e Training e Database of

to integrate all development activities, and provider selected

a local project coordinator was trained to e Local contractors
Selection of manage all activities. The project coordinator e Database of
contractors co_ordlnator (CSIR ensured transfer of o Mentors (CSIR selected local
and !ocal skills _and knowledge to_thq local partners) service providers
service coordinator for the continuity of the . e Assessment
providers project. * Project

manager frameworks for

54 contractors were selected, assessed and * Implementing ggp\}{:gtorrgv"’:ggrs
Matching of graded to determine key development agents P
contractors to needs (areas for improvement). (government
projects Local service providers were selected for departments)

training and involvement in the project
with the aim of transferring skills that are
necessary to sustain the project.




65

Phase 3

Development
of needs
analysis and
identification

Identification and alignment of
interventions required to develop the
necessary capacity for contractors,
including appropriate training courses and
mentorship.

e Local
coordinator

e Training
provider

e Mentors (CSIR
partners)

o Needs analysis
report

e Required training
and mentorship
interventions

e Development plan

of appropriate * Project
interventions manager
Phase 4 e Accredited training service provider e Project ¢ Training courses
conducted a training workshop with manager and programme
contractors, giving particular attention e Local ¢ Mentorship
Provision of to identified improvement areas. coordinator/ programme
training, e After covering theoretical training client e Skills transfer plan
mentorship, modules, mentors provided practical e Training to local service
continuous on-site advice and guidance. provider providers
monitoring e Training providers and mentors « Mentors (CSIR e Programme
and worked in close cooperation so that partners) monitoring and
performance theory and practical outcomes were e Local mentors control framework
Improvement complementary. (monthly reports)
of the e Mentors and individual contractors
programme formalised their professional
relationship by signing a performance
) agreement.
Train and e The project manager (CSIR)
monitor local continually coordinated all training
mentors. and mentorship activities and monitor
overall performance to determine
progress. Progress reports were given
to the client on a regular basis.
Phase 5 e Assessment of competency was ¢ Independent Independent
conducted to test the learning. assessor competency
e CETA was involved in the assessment e CETA assessment report
Final to award successful contractors at an e CIDB
assessment of appropriate NQF level. e CSIR
training and ¢ Regrading of contractors were o Client
mentorship conducted, where appropriate.

Regrading is important, as it ensures
ongoing assessment of the contractor’s
capacity and contracting risk, hence
the contract amount for which the
contractor can tender.
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Phase 6 The final report addressed the impact o Project e Hand over of all
of training and mentorship, promotion manager appropriate
of contractors to higher grades, growth (Oversee material. Final
Final hand of contractors and the extent to which implementation progress report
over, identified improvement areas have and daily
compilation been addressed. management of
and Final presentation of the report will be project.)
presentation of made to the ECDC and the parties o Local
a final report deemed appropriate by the ECDC. coordinator/
client
(management
of help desk)

Source: Dlungwana et al., 2004:42

Table 1 documents the project phases and the keys functions of each phase. According to
Dlungwana et al. (2004:12), a contractor development model is a best practice tool,
aimed at assisting implementing agents to facilitate the implementation of an emerging
contractor development programme. The model should help to focus on the quality and
effectiveness of development programmes by ensuring more effective and comprehensive
development of contractors’ capabilities and capacity. Central to the model must be the

implementation of a business plan with clear contractor development outcomes.

Through an integrated development model, implementing agents must be able to apply
initiatives in a manner that is responsive to the development imperatives of individual
enterprises. The model endeavours to create a balance between facilitating an enabling
environment for emerging construction firms and coordinating enabling environment

initiatives that respond effectively to the needs of firms.
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5.7.4 Works programme and time frames

Table 2 illustrates the planned programme and time frames for a 24-month model.
Although the programme can be completed in 18 months, allowance has been made for a
two-year period should some learners require additional training or mentorship. CETA
requires a minimum of 24 months for the implementation of a learnership, but has
allowed for an 18-month period for the IECDM.

Table 2: Planned work programme

Phase First period Second period Third period Fourth period
Six-monthly Six-monthly Six-monthly Six-monthly

Project planning and setting

up office

Selection of emerging
contractors,
local service providers and

a local coordinator

Development needs analysis
and

identification of appropriate
interventions

Provision of training,
mentorship
and continuous performance

improvement

Final assessment of training

and mentorship

Compilation and

presentation

of a final report

Source: Dlungwana et al., 2004:42
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5.8 Model deliverables

The following is a summary of the key deliverables as described by Dlungwana et al.
(2004:18-46) and Lazarus (2005a:50-79). Research for this study was based on the

feedback and results of the following:

e Monthly progress and quality assurance reports- in respect of the research, these
reports provided the researcher with the EC’s rate of development and the

effectiveness of the relationship of the mentor, EC and training provider;

e Training workshops for the contractor management training course- based on the
research findings, corrective measures were implemented through the structured

workshops;

e Capacity building mentorship sessions- these sessions were conducted with
individual contractors weekly, so as to develop their management and on-site

administration skills;

e Training sessions and consultations- these interventions enabled transfer of

knowledge and skills to the local officials and service providers;

e Independent assessment reports- the reports supported the findings of the

research;

e Final progress report on the entire programme- the report presented the findings

and recommendations of the research.

5.9 Conclusion

The construction sector in the Eastern Cape is in dire need of a skilled construction

workforce. The task of the construction industry (building and civil) to cater for the

shortfall in housing, accommodation and educational facilities for all target groups is a
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challenging one. In the light of this need, the ECDC’s Enterprise Development Services
Unit has developed the Emerging Contractor Development and Support Programme.

The purpose of the ECDM s to assist emerging contractors in the development of their
capabilities in order to deliver infrastructure projects effectively and efficiently. It also
aims to help developed contractors, with sustainable construction operations, to create
further employment opportunities. While the programme is flexible, in terms of
addressing the development areas that are unique to individual contractors, it will also
provide training in administration, resource management, marketing and tendering to all

selected contractors.

The ECDM creates a solid foundation for the study and allows the researcher to avoid
duplication of systems already designed. The ECDM, as published by the CSIR, is being

implemented as pilot project in this study.

The adoption of the ECDM, as documented above for the study, is the basis of the
research which will form the basis of an integrated model, and allows for flexibility and
customisation of the ECDM in order to meet the set objectives, thus creating an IECDM.

In order to ensure ECDM develops into an IECDM, the need for quality assurance and

quality management tools is required as described in chapter six.
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CHAPTER 6: TOTAL QUALITY MANAGEMENT FOR THE INTEGRATED
MODEL

6.1 Introduction

In order to measure the outcomes of the ECDM as inputs for the development of an
IECDM, quality assurance component has been introduced. Wikipedia (2007:online)
describes Total Quality Management (TQM) as a management strategy aimed at
embedding awareness of quality in all organisational processes. Knipe et al. (2002:244)
describe TQM as a strategic integrated management philosophy, based on a concept of
achieving ever-higher levels of customer satisfaction in response to customer demands.
To quality assure the model for the purposes of the study, emerging contractors (EC) and
mentors participating in the project were assessed in terms of knowledge gained and

knowledge transferred.

Emerging contractors and mentors were assessed monthly by the project team, based on a
TQM strategy. Assessment tools have been developed to monitor the emerging
contractors’ growth path and assess mentors in terms of their ability to transfer skills to

emerging contractors.

The assessment tools provide feedback on all the role players in the programme, as
contained in the various annexures referred to in this chapter. The assessment tools
allocate various scores to the elements being assessed, which allows the programme

manager to present the results graphically as well as illustrate actual development.

The project team were responsible for the daily quality assurance of the integrated

development model.
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6.2 Total quality management for the integrated development model

6.2.1 Sourcing the project participants

6.2.1.1 Construction mentors

The mentors were selected from a database of accredited mentors provided by the
University of the Free State. The accreditation process, conducted by the
University of the Free State, comprises a three-hour written examination, a 45-
minute psychometric test and an interview with a psychologist. (See Annexure 1 -

Mentor accreditation examination paper, University of the Free State.)

Once selected for the database, the mentors were subjected to a standard
development assessment and interview process. (See Annexure 2 - Mentor
interview and assessment tool kit by Hauptfleisch, 2005a.) Mentors are ranked in
response to the answers provided. These rankings are transposed into the matrix
and mentors scoring under 75% are not recommended for inclusion in the
programme. (See Annexure 3 - Construction mentor schedule of knowledge areas,
by Hauptfleisch, 2005b.) Based on a favourable assessment, the mentors were

selected to participate in the model.

6.2.1.2 Emerging contractors

Adverts were placed in all local printed media in the Eastern Cape, calling for emerging

contractors to register for the programme. Emerging contractors participating in the

programme were assessed by the CSIR in order to determine competency and technical

ability to participate in the programme. (See Annexure 4 - Programme application
package, by CSIR, 2004.)
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6.2.1.3 Training providers

The training providers who conducted the class room-based training were sourced from
the Construction Education and Training Authority (CETA) database. Three service
providers were selected from the pool of five provided by the CETA after being
interviewed by the project team. The training providers appointed were South Africa
Value Education (East London and Kokstad), Phambili Training and Management (Port
Elizabeth) and  Siyakha  Skills  centre  (Queenstown and  Mthatha).

6.2.1.4 Project team

The project team consisted of the ECDC, supported by the CSIR and two consultants
who were selected based on their attributes and skills as built environment practitioners
and as identified by the ECDC in discussions with the National Department of Public
Works (NDPW). The TQM consultants were Noyanas Management Consultancy (PTY)
Ltd (Johannesburg) and Ecospan Projects cc (Pretoria).

6.2.2 Assessment tools and quality assurance tools for the model

6.2.2.1 Mentor evaluation of the emerging contractor

The mentor’s evaluation of the emerging contractor was conducted by way of an
assessment tool which assesses the emerging contractor’s construction industry
experience, management experience, level of development and access to skilled
resources. The evaluation was completed on a monthly basis by the mentor and allows
the project team to assess the contractor’s developmental growth. It serves as an early
warning system to alert the project team to areas of weakness experienced by the

contractor, and allows for early intervention and corrective measures.

The monthly mentor assessment report assesses the contractor in 47 key identified
business and construction-related elements. (See Annexure 5 - Mentor’s monthly progress

evaluation of emerging contractor, by Hauptfleisch, 2005a.)
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6.2.2.2 Emerging contractor evaluation of the mentoring process

The end-user of the IECDM is the emerging contractor and a report system has been
designed for the contractors to convey their opinions and satisfaction with the
programme, mentors and project team. (See Annexure 6 - Emerging contractors’

evaluation of mentoring process, by Hauptfleisch, 2005c.)

The gathering of data, using the assessment tools designed for the programme, allows the
project team to track the contractors’ level of satisfaction with the programme role
players. Areas of low satisfaction were addressed immediately in order to ensure that the

programme maintains its structure and objectives.

6.2.2.3 Total quality management assessment

Hauptfleisch (2006:8) found that independent quality management has to take place
throughout the programme. This function was executed on all the elements of the

programme and reported to all concerned, typically in a statistical diagrammatic format.

Practically, it was executed by visiting the contractors and their mentors monthly, and

holding a quarterly meeting with all concerned.

The monthly meetings between the TQM consultants, mentors and emerging contractors
allowed the participants to assess the data as gathered by the assessment tools, in order to
address any shortcomings and to implement corrective measures where necessary. The
introduction of the TQM assessments allows for a continuous flow in the project roll-out

and monitors and scrutinises the relationship between mentor and emerging contractor.

Monthly progress reports from mentors, contractors, training providers, quality managers
and the project manager are the main input documents for providing the client with

comprehensive feedback regarding the programme.
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6.2.2.4 Manual for Smaller Construction Contractors: guidelines for

mentorship

A guideline document for mentors to facilitate the transfer of knowledge to emerging
contractors does not exist, and the project team, with permission from the Master
Builders South Africa (MBSA) (formerly the Building Industries Federation of South
Africa (BIFSA), has revived the Manual for Smaller Construction Contractors, updated
the information and implemented the manual as a basis for mentor-contractor interaction

and using the developmental elements as discussion points for the mentor and contractor.

The manual corresponds with the 45 key identified business- and construction-related
elements according to which the mentors assess the contractors on a monthly basis, as per
paragraph. 6.2.2.1. (See Annexure 7 - Manual for Smaller Construction Contractors,

table of contents.)

6.2.2.5 Management Development Programme

The Management Development Programme (MDP) introduced for the programme is a
bar chart of activities governing the transfer of skills from the mentor to the emerging
contractor, based on the 45 business and construction-related elements identified.
Mentors would mark up the programme bar charts in term of elements completed and in
which the emerging contractor had displayed competency. It would also include elements
to be addressed within the confines of the project time frame.

The MDP, therefore, alerts the project team to all the elements covered by the mentor and

contractor and helps to evaluate the progress of the emerging contractor’s development.

(See annexure 8 - Management Development Programme, by Hauptfleisch, 2005d.)

6.2.2.6 Stakeholders’ questionnaire

A stakeholders’ questionnaire has been developed to gather feedback from all programme
stakeholders on completion of the programme. This was implemented to gather additional



75

information that might have been overlooked in the programme implementation, and ould
also serve to provide a guideline for corrective measures to be implemented on the
IECDM programme for future implementation. (See Annexure 9 and 10 — Stakeholders’

questionnaire 1 and 2, by Lazarus, 2005b.)

6.2.2.7 Workshop sessions

Throughout the programme, quarterly workshops were held in order to present to all
stakeholders the past three months’ findings using the TQM assessment tools. These
sessions were also used to share the information and to plot the way forward for the next
three months, thereby ensuring that the programme objectives were always adhered to.

(See Annexure 11 - Quarterly workshop agenda, Lazarus, 2005c.)

6.3 Purpose of Total Quality Management (TQM)

6.3.1 Performance monitoring and quality assurance

The TQM process allowed for continuous improvement of the model, and measured the
actual rate of development experienced by the participating emerging contractors. This
helped gauge the levels of development experienced by the emerging contractors in the
five learning centres. Comparisons between the performances of emerging contractors
across the regions could be made. Furthermore, the quality assurance component ensured
the smooth running of the programme by addressing areas of concern that were
highlighted in the emerging contractors’ evaluation of the mentoring process and through

the workshop sessions.
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6.3.2 lllustration of data gathered via the TQM process
6.3.2.1 Data scoring matrix
The guideline for scoring the assessment areas, as identified in the various assessment
tools designed for the model, is described in Table 4. In order to benchmark and for the
purposes of the research, the following scoring categories have been used to classify the

ECs:

Table 3: Data scoring matrix

Score Performance
0-20% Poor performance (contractor is unable to execute an activity independently)
21%-40% Fair performance

41-60% Average/good performance (contractor is able to execute an activity with

assistance)
61%-80%  Very good performance

81-100% Excellent performance (contractor is able to execute activities independently and

in a sustainable manner)

Source: Council for Scientific and Industrial Research (CSIR), 2007:2

The data scoring matrix, as described in Table 3, was used as a basis for the assessment
of data and comprises five categories. The objective was to identify the category that
would fit the profiles of the emerging contractors.

6.3.2.2 Monthly mentors assessment report

The monthly mentors’ assessment report, as per Annexure 5, assessed the emerging
contractor in 45 basic business- and construction-related elements, as identified by the
Manual for Smaller Construction Contractors, described in paragraph. 6.2.2.4. The areas
of assessment have been categorised into four distinct categories, namely running a small
construction business, finding and obtaining work, running an efficient building project

and general information.
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On completion of each monthly mentor’s assessment report of the emerging contractors,
the results were formulated in graphical form through line diagrams. This allowed the
project team to identify trends in the development of the emerging contractors, identify
strengths and weaknesses, monitor the overall performance and compare the rate of

development across the five training centres.

The results, therefore, allowed for the effective monitoring of the programme and any

identified shortcomings can be addressed on notification.

Figure 5 illustrates the presentation of the data collected. The graphs depict the average

of the sub-categories under each of the four key categories and described in Annexure 7.

Global averages Global averages
£ Finding and obtaining work F} # Running a small business Iv]

Global averages

2 Global averages
Running an efficient building F@

" General

&l

Figure 5: Graphical presentation of data collected via mentor’s monthly assessment
Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18
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Figure 5 provides the results captured by the mentors of the contractors’ performance on
a monthly basis using Annexure 5. The results are then presented over the project time

period, which allows for the contractor’s performance to be monitored.

In terms of the research, the figures provided the researcher with a graphical
representation of the findings and allow the researcher to identify and analyse trends and
changes in the EC’s development. This allowed the researcher to identify the elements
and create positive change with those who have a negative influence. This enabled the
researcher to identify those elements that will positively support the programme and thus
recommend these as necessary for an integrated development model.

6.3.2.3 Emerging contractors evaluation of mentoring process

On completion of the emerging contractors’ evaluation of mentoring process, the data is
presented in graphical form, using line diagrams and the use of tables which helps
understand the data provided. This allows the project team to identify trends in the
satisfaction levels of the emerging contractors, identify strengths and weaknesses in the
programme, as identified by the beneficiaries, monitor the overall performance and
development experienced by the emerging contractors, and to compare the

acceptance/satisfaction levels of the programme across the five training centres.

In terms of the research, the figures provided the researcher with a graphical
representation of the findings and allowed the researcher to identify and analyse trends
and changes in the EC’s perception and review of the model. This allowed the researcher
to identify the elements, create positive change amongst those with a negative influence,
and, thus, enable the researcher to identify those elements that will positively support the
programme and, thus, recommend these as necessary for an integrated development

model.
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Figure 6: Graphical presentation of data collected via emerging contractors’

evaluation of mentoring process (Sample of four months’ data for the East London

group)
Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

The scoring matrix, as described in Table 3 was used to interpret the data gathered from

the emerging contractors.
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Table 4: Tabular presentation of data collected via

evaluation of mentoring process

emerging contractors’

Indicator

Evaluation of relationship with mentor and quality of
support provided to EC.

Evaluation of service levels and quality of interaction
with ECDC (business advisor, accounting, reaction time etc.)
Evaluation of the training programme offered by the
training service provider.

Development of EC’s ability to deal independently with
construction project professional team (architect, engineer,
quantity surveyor etc.)

Development of financial stability of EC (improved cash
flow, asset base, credit rating etc.)

Management structure and quality of this development

programme as introduced and operated by the Project.

Overall personal (EC) skills and knowledge development

resulting from this ECDC development initiative.

Score

85.7%

57.1%

71.4%

70%

68.6%

75%

84.3%

August 2006
rating
Excellent
Average

Very good

Very good

Very good

Very good

Excellent

Previous
rating
Very good
Very good

Excellent

Very good

Average

Very good

Very good

Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

Figure 6 and Table 4 present the data in graphical and tabular format to allow the project

team to interpret and analyse the data gathered. Table 4 allows the team to view the

current month’s data against that of the previous month.

6.3.2.4 Stakeholders questionnaire

The stakeholder’s questionnaire, completed by all project participants on conclusion of

the programme, were assessed, based on the data scoring matrix as described in Table 4.

This allows for uniformity in the scoring and interpretation of the data gathered using the

implementation of the assessment tools.
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6.4 Conclusion

TQM is a key component of the integrated development model. Monitoring the progress
of the emerging contractor, construction mentor and other role players allowed the
project client to determine the success of the integrated development model and whether
the model has achieved the deliverables as stated in chapter five.

The findings could be interpreted, in terms of the development of the emerging
contractors, during any stage of the programme. The results would support the industry in
understanding the dynamics of contractor development and the levels that should be
expected. TQM, therefore, allows for benchmarking of developmental standards for

emerging contractor development. The results of the study are described in chapter seven.

Previous training, such as DPW’s incubator programme, managed by the ECDP Unit, has
not contained a quality assurance component nor does the current Expanded Public
Works Programme (EPWP). Consequently they lack the capacity to determine its

effectiveness, value for money and level of development taking place.

An earlier study by Lazarus (2005a:85-93) proposed the need for effective quality
assurance mechanisms for the design of an integrated development model. The quality
assurance mechanisms allow the implementing agent to measure the effectiveness of the
programme in terms of developing emerging contractors. It is, therefore, imperative for

an integrated development model to consist of a quality management component.
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PART 4 EMPIRICAL STUDY

CHAPTER 7: PRESENTATION AND INTEPRETATION OF FINDINGS

7.1 Introduction

The problem statement addressed by the study is the development of a holistic approach
towards integrated skills development for emerging construction contractors, by
designing a model that can be managed with quantitative and measurable outcomes.
Development models, aimed at emerging contractors, should be developed with the
emerging contractor in mind. It is, therefore, important that the custodians of the
integrated development model involve the emerging contractors so that the model meets

their needs.

Although the creation of quantified data was part of the basic scientific methodology to
obtain survey data from programme participants, it was supplemented by the following

qualitative data:

e Mentors provided written comment on each quantified item (on ten point scale, as
per Annexure 5) as part of their monthly evaluations on their appointed
contractors. These were then expressed in percentage terms and represented

graphically in line diagrams;

e Similarly, contractors were afforded the same opportunity in the evaluations that
they made each month, ie they provided written comment regarding each
quantified item (ten point scale) in the evaluation, as per Annexure 6 on their

mentors;

e The Total Quality Management (TQM) consultants also provided written reports
after every series of TQM visits. Their reports did not contain a quantified
component but instead included minutes of meetings with actions for the

managerial team’s consideration.
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Although the quantified and qualitative data may be in need of further enhancement, as it
primarily reflects personal assessments and is not based on an absolute (triangulated)
measurement system, it is regarded as sufficient for the purpose of the Integrated
Emerging Contractor Development model (IECDM) for which it was designed and
applied. This is supported by Eastern Cape Development Corporation’s (ECDC) close out
report, as documented by the Council for Scientific and Industrial Research (2007:1-18).

The consistent nature of all the information gathered and the subsequent results, with its
consistency over a large geographical area, confirmed that the data is reliable.
Furthermore, it is supported by the continuous descriptive surveys as described in chapter

SiX.

7.2 Analysis of literature study

7.2.1 Project Management

Literature on effective project management reviewed in chapter two concluded that:

e In order to effectively implement the integrated development model, the
programme should have a “champion” who drives and promotes the programme.
The project team would provide the executive capacity for planning, coordinating,
monitoring and evaluating the initiatives and policy targets in a manner that
would ensure responsiveness to changing circumstances. The champion would be

the link between the project team and all construction stakeholders;

e Previous development models had not stressed the need for effective project
management and had a project manager rather than a project team as proposed in
the integrated development model. The development models reviewed in chapter
four of the literature makes no reference to project management techniques being

incorporated or utilised.
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7.2.2 Black Economic Empowerment (BEE)

Chapter three reviewed the current status of BEE in the construction industry in an
attempt to address the reasons for BEE in construction and the impediments to greater

BEE progress in the industry.

The literature, as presented in chapter three, indicates that:

e The model may be used as a BEE tool and should promote the expansion and

growth of emerging contractors;

e Fronting in the construction industry still exists;

e Black emerging contractors are exploited by established contractors who use

emerging contractors PDI status to win lucrative government tenders.

7.2.3 Emerging Contractors and skills development

Chapter four reviewed the current interventions in place to develop the skills of black
contractors in South Africa. Government initiatives such as the Expanded Public Works
Programme (EPWP), Construction Industry Development Board (CIDB) and the
Construction Education and Training Authority (CETA) are attempts by government to

address development in the construction industry.

7.2.4 Total Quality Management for the Integrated Development Model

Chapter six reviewed the quality management mechanisms designed for the integrated
development model. The introduction of TQM was intended to understand the
effectiveness of the model in terms of development of the participating contractors.
Previous models analysed showed no evidence of quality assurance processes and hence

no qualitative results, depicting the effectiveness of the models, can be presented.
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7.3 Analysis of sub problems

Sub problem 1: What is needed to structure an integrated emerging contractor
development model (IECDM) that will satisfy the developmental needs of emerging

contractors?

In order to design an integrated holistic approach towards sustainable contractor
development, the project team used the Council for Scientific and Industrial Research
(CSIR) Emerging Contractor Development Model as the base model. This helped create
the required foundation for the project client and team which they could enhance.

The findings presented conclude that an integrated development model results in
effective contractor development, on condition that the model incorporates Total Quality
Management (TQM) and a Management Development Programme (MDP). The results of
stakeholder feedback using a questionnaire, three months after the IECDM’s completion

concluded that sub problem one was addressed by the research.

Sub problem 2: What quality and assurance mechanisms need to be created in
order to enhance the elements of the development model so that, inter alia,

objectives of the model can be satisfied?

The measurement of contractor development and performance is critical to interpreting
the benefits and effects of any developmental model. The creation of assessment tools,
which measure and monitor the outcomes, are key to the integrated development model.
The corrective measures and developmental growth path of the contractors would not
have been observed if quality assurance mechanisms such as the assessment reports,
TQM and MDP, had not been in place. It can, therefore, be concluded that sub problem

two was addressed by the research.
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Sub problem 3: What analysis and evaluation of the qualitative and quantitative

results, needed to assist with the design of the development model?

The data gathered through the quality and assurance mechanisms, as identified in sub
problem two, allowed the project team to assess and interpret the data. This informed the
project team of the emerging contractors’ progress, rate of development and the
application of corrective measures, where required, in order to ensure continuity of the
model. The findings, presented as a result of the quality assurance mechanisms, allowed
for analysis of the qualitative and quantitative data generated. It can, therefore, be
concluded that sub problem three was addressed by the research in respect of its

contribution towards the development of the model.

Sub problem 4: Are project management processes a requisite for the successful
management of the IECDM?

Effective project management was required in order to implement the model. Therefore,
the project team needed to incorporate diligent and experienced project managers. The
programmes’ success and implementation depends largely on the quality of the project
team entrusted to manage the programme. The literature reviewed in chapter two led to
the formation of the project team structure as described in chapter five. It can, therefore,
be concluded that sub problem four was addressed by the research and should be included

as an element of the model.

7.4 Testing of the hypotheses

Hypothesis 1: Previous research did not adequately identify an integrated model for the
development of emerging contractors.

Testing of hypothesis 1- Various training programmes, as reviewed in chapter four,
neglected to recognise or make reference to the importance of adopting an integrated
approach. This resulted in a lack of quality control measures, measured outcomes or valid
assessments of contractors and mentors. The literature reviewed makes no reference to

the programmes reviewed being integrated in any way.
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Hypothesis 2: Effective quality management and assurance mechanisms were not applied

in the development of emerging construction contractors.

Testing of hypothesis 2- In reviewing existing programmes such as the Department of
Public Works” (DPW) incubator programme, managed by the Emerging Contractor
Development Programme Unit and the Expanded Public Works Programme (EPWP), as
referred to in chapter four, no quality assurance mechanisms or assessment tools were
referred to and the literature made no reference to quality management being
implemented. Therefore, these programmes were unable to produce data such as
produced by the integrated model.

Hypothesis 3: The data compiled through structured quality assurance and management

contribute to the formulation of a validated IECDM

Testing of hypothesis 3- The data, gathered by the implementation of the TQM process
by the mentors, contractors and TQM consultants, was core to understanding contractors’
development. This data was also utilised to structure an integrated programme which
covered the needs of all the project stakeholders. The data, presented in chapter six,
allows the project team to understand the dynamics of contractor development and utilise

the findings as a basis for best practice contractor development policies and procedures.

Hypothesis 4: Generally recognised project management knowledge and practices are
required to successfully implement an IECDM.

Testing of hypothesis 4- Chapter two described the attributes of the project manager, and
defined the role of the project team. The attributes were set out as having a sound
knowledge of contractor development, as well as the processes and concepts behind an
integrated approach. The project team’s role was outlined as coordinating and managing
all the model’s activities. The literature, therefore, makes strong reference to the
importance of project management in implementing any project. Hence, it can be
concluded that project management knowledge and practices are key elements for

implementing the model.
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7.5 Findings and analysis of the qualitative/quantitative data

The data gathered from the mentors and emerging contractors using the various tools
described in chapter six is of a perspective nature and is presented with the purpose of
formulating a benchmark for future IECDM implementation. The data lacks independent
verification and therefore the results will be used as baseline perception data.

The data, sourced from mentor feedback as presented below, is based on the total average
of all five learning centres combined since all the Emerging Contractors (EC) from the
five centres followed the same trend in terms of their development, as observed by their

respective mentors.

A detailed graphic presentation of each measured element is presented in Annexure 12:
diagrammatic presentation of quantitative data, by the Council for Scientific and
Industrial Research (2007:1-18). The findings, presented below, therefore identify the
overall development of the EC’s regarding sections 1-4 of Annexure 7: Manual for
Smaller Construction Contractors, table of contents. The results, therefore, alert the
project team to the developmental growth path of the contractor over a specified period,
allowing the project team to assess the impact of the integrated model on the contractors’

overall development.

7.5.1 Mentors evaluation of emerging contractor

With reference to Annexure 5, Monthly mentors’ assessment report, by (2005a) referred
to under 6.2.2.1 and Annexure 12, a diagrammatic presentation of quantitative data by
CSIR provides a graphic representation of the data gathered by the mentors of the
participating EC’s on the programme through the completion of annexure 5. An average
response rate of 75% for the 54 participants over the assessment period from July 2006 to
October 2006 was measured. The scores received were based on the items listed in

Annexure 7, Manual for Smaller Construction Contractors, table of contents.
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7.5.1.1 Running a small business

Global averages

Running a small business |v}

Figure 7: Graphical presentation of data: Running a small business
Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

As per Annexure 7: Manual for Smaller Construction Contractors, table of contents, the
element of running a small business covers administration, financial management and
contractual obligations. Over the period of assessment, the participating emerging
contractors, across all five learning centres, demonstrated a 34% overall increase in their
ability to run a small business. This reflected increases from their initial assessment of
24.9% to 59.7% at the final assessment.

The first 10 months of the July 2005 to October 2006 assessment indicated varying but
consistently low performance in terms of the indicators. Slight increases were identified
every three months. These coincided with the quarterly workshops where the EC’s
progress were presented and discussed with all project stakeholders. Interventions were

subsequently proposed to address or improve performances.
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These interventions included the introduction of the TQM assessments for the last six
months from May 2006 to October 2006 and the MDP for the last four months, from July
2006 to October 2006. The last six months displayed a 22.6% increase, representing
66.47% of the overall 34% increase in the EC’s ability to run a small business. Therefore
it can be concluded that the introduction of the TQM concept and the MDP had a positive
effect on the development of the EC’s in terms of their ability to run small business.

Therefore, the EC’s, according to Table 3, moved from the category of fair performance
to the category of average/good performance (the contractor is able to execute and
activity with assistance) over the last six months of the programme, from May 2006 to
October 2006

7.5.1.2 Finding and obtaining work

Global averages

: Finding and obtaining work iv]

Figure 8: Graphical presentation of data: Finding and obtaining work
Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

As per Annexure 7: Manual for Smaller Construction Contractors, table of contents, the

element of finding and obtaining work covers finding and keeping customers, as well as
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estimating and tendering. Over the period of assessment, the participating emerging
contractors, across all five learning centres, as assessed by their mentors, demonstrated a
34.7% overall increase in their ability to find and obtain work. This represents an increase

from an initial assessment of 28.5% to 63.2% at the project’s completion.

The first 10 months of the July 2005 to October 2006 assessments follow the same trend
as 7.5.1.1 and indicate varying but consistently low performance, with slight increases
identified every three months. These improvements coincided with the quarterly
workshops where emerging contractors’ progress for the preceding three months, were
presented and discussed with all project stakeholders. This was followed by suggestions

on interventions aimed at addressing or improving performances.

June 2006 results showed a rapid decrease in the EC’s ability to find and obtain work.
This coincided with several government departments in the Eastern Cape placing
moratoriums on progressing new projects. This affected in particular the Department of
Education’s schools programme, which is implemented through the Independent
Development Trust (IDT) and which serves as a main employer of contractors in the
province. The project team then interacted with various government departments and

several EC’s were successful in securing projects.

The interventions introduced included the introduction of the TQM assessments for the
last six months, from May 2006 to October 2006 and the MDP for the last four months,
from July 2006 to October 2006. The last five months from June 2006 to October 2006
displayed a 38.2% increase in the EC’s ability to find and obtain work from the slump
experienced in April 2006 and June 2006. This coincided with the introduction of the
TQM and the MDP. The significant increase from June 2006 to October 2006 indicated
the EC’s had acquired the skills to successful estimate a tender and based on this
improvement, it can be concluded that the introduction of the TQM concept and the MDP
had a positive effect on the development of the EC’s in terms of their ability to find and

obtain work as well as in their estimating and tendering.

Therefore, EC’s, according to Table 3, moved from the category of fair performance to

the category of very good performance.
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7.5.1.3 Running an efficient building project

Global averages
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Figure 9: Graphical presentation of data: Running an efficient building project
Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

As per Annexure 7: Manual for Smaller Construction Contractors, table of contents, the
aspect of running an efficient building project covers planning and programming, control,
progressing and work on site. Over the period of assessment, from June 2005 to October
2006, the participating emerging contractors, across all five learning centres,
demonstrated a 29.9% overall increase in their ability to run an efficient building project.
This represents an increase from the initial assessment of 23.9% to 54.42% at the

project’s completion.

The first 10 months of assessment from the July 2005 to October 2006 followed the same
trend as 7.5.1.1 with varying but consistently low performance by the EC’s. There was
evidence of a slight stabilisation every three months before a sudden decrease or increase
in performance. June 2006 results showed a rapid decrease in the EC’s ability to run an
efficient building project which coincided with the decrease as experienced in 7.5.1.2

above, ie largely due to the lack of projects available.
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The last five months from June 2006 to October 2006 displayed a 29.9% increase in the
EC’s ability to run an efficient building project. This coincided with the interventions of
introducing TQM and MDP as well as the availability of more employment opportunities
in the construction sector in the Eastern Cape. The ECs, therefore, according to Table 3,
moved from the category of fair performance to the category of average/good
performance (contractor is capable to execute and activity with assistance).

7.5.1.4 General information

Global averages
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Figure 10: Graphical presentation of data: General information
Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

As per Annexure 7: Manual for Smaller Construction Contractors, table of contents, the
element of general information covers management of staff, safety, labour relations, other

legislation, training providers and management team.

Over the period of assessment, from July 2005 to October 2006 the participating
emerging contractors, across all five learning centres, demonstrated a 31.6% overall
increase in their ability in managing the elements mentioned above. This reflected an

improvement from their initial assessment of 31.2% to 62.8% at the project’s completion.



94

The first 10 months of assessment from July 2005 to October 2006 followed the same
trend as indicated in 7.5.1.1 to 7.5.1.3 above. It indicated varying but consistently low
performances by the ECs. June 2006 results showed a rapid decrease in the ECs’ ability
under general. This coincided with the decrease experienced in 7.5.1.2 and 7.5.1.3 above

which was as a result of the lack of employment opportunities.

The interventions introduced again included the introduction of the TQM assessments
over the last six months, May 2006 to October 2006 and the MDP for the last four
months, from July 2006 to October 2006. Of the total increased performance measured, a
27.3% increase took place within the final five months.

The significant increase from June 2006 to October 2006 indicated the ECs had acquired
the skills to successfully manage the elements under general. It may be concluded that the
introduction of the TQM concept and the MDP had a positive effect on the development

of the ECs in terms of their ability to manage the elements under general.

Therefore, the ECs, according to Table 3, moved from the category of fair performance to
the category of very good performance.

7.5.2 Emerging Contractor evaluation of mentoring process

Assessments of the ECs” mentoring process, as per Annexure 6: Emerging Contractors
evaluation of mentoring process, by Hauptfleisch (2005c), is presented per region,
covering the five learning centres with an average response rate of 60% from the 54
participating contractors. The results presented were the total averages achieved at the
completion stage of the project.

The results, as gathered from the ECs, are presented per learning centre as the ECs’
evaluation followed different trends in the various learning centres. The mentor’s
evaluation identified a general trend throughout all five centres. The scores, presented by

all the contractors, are noted in percentage form.
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7.5.2.1 East London learning centre

Table 5: Tabular presentations of data collected through Emerging Contractors’

evaluation of mentoring process, global average: East London learning centre

Indicator Score  August 2006  Previous
rating rating

Evaluation of relationship with mentor and quality 78% Very good Very good
of support provided to EC
Evaluation of service levels and quality of 73% Very good Very good
interaction with ECDC (business advisor, accounting,
reaction time, etc)
Evaluation of the training programme offered 8204 Excellent Excellent
by the training service provider
Development of EC’s ability to deal independently 68% Very good Very good
with construction project professional team
(architect, engineer, quantity surveyor, etc)
Development of financial stability of EC 5306 Average Average
(improved cash flow, asset base, credit rating, etc)
Management structure and quality of this 75% Very good Very good
development programme as introduced and operated by
the Project
Overall personal (EC) skills and knowledge 74% Very good Very good
development resulting from this ECDC
development initiative

Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

The East London group demonstrated a high degree of satisfaction with the elements
assessed. All elements showed a steady increase. The ECs’ indicated a great degree of
satisfaction with the overall knowledge gained as a result of the programme and with the
relationships developed with their respective mentors as well as with the project team:
Elements of concern included the ECs’ self assessment of their own ability to manage
their finances including cash flows. It can, therefore, be concluded, according to the
response of the East London group, that additional emphasis should be placed on

financial management in future IECDM programmes.



7.5.2.2 Kokstad learning centre

Table 6: Tabular presentation of data collected through Emerging Contractors’

evaluation of mentoring process, global average: Kokstad learning centre

Indicator Score August 2006 Previous
rating rating

Evaluation of relationship with mentor and 7504 Very good Very good
quality of support provided to EC
Evaluation of service levels and quality of 40% Fair Average
interaction with ECDC (business advisor,
accounting, reaction time, etc)
Evaluation of the training programme offered by 91.7% Excellent Excellent
the training service provider
Development of EC’s ability to deal independently 61.7% Very good Average
with construction project professional team
(architect, engineer, quantity surveyor, etc)
Development of financial stability of EC 38.3% Fair Fair
(improved cash flow, asset base, credit rating, etc)
Management structure and quality of this 76.7% Very good Very good
development programme as introduced and
operated by the Project
Overall personal (EC) skills and knowledge 71.7% Very good Very good

development resulting from this ECDC

development initiative

Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

The Kokstad group demonstrated varying levels of satisfaction. A high degree of
satisfaction was recorded for the training provider and a great degree of satisfaction with
mentors and project team The ECs’ rated the overall programme in terms of their own
development at 71.7%. A major area of concern, as identified with the East London
group, is a low rating for financial management, thus supporting the conclusion that
further interventions are required in future IECDM programmes in order to address
financial management by the ECs.
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The ECs in Kokstad also indicated low satisfaction levels with services of the project

client in terms of access to finance and accounting reaction times.

7.5.2.3 Mthatha learning centre

Table 7: Tabular presentation of data collected through the Emerging Contractors’

evaluation of mentoring process, global average: Mthatha learning centre

Indicator Score

Evaluation of relationship with mentor and quality of

80%
support provided to EC
Evaluation of service levels and quality of interaction 61.3%
with ECDC (business advisor, accounting, reaction time, etc)
Evaluation of the training programme offered by the 78.8%
training service provider
Development of EC’s ability to deal independently with 70%
construction project professional team
(architect, engineer, quantity surveyor, etc)
Development of financial stability of EC 67%
(improved cash flow, asset base, credit rating, etc)
Management structure and quality of this development 67%
programme as introduced and operated by the Project
Overall personal (EC) skills and knowledge development 68%

resulting from this ECDC development initiative

August 2006

rating

Very good

Very good

Excellent

Very good

Fair

Very good

Very good

Previous
rating

Very good

Very good

Excellent

Average

Fair

Very good

Very good

Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

The Mthatha group indicated a high degree of satisfaction with all elements. Contrary to

East London and Kokstad groups, the Mthatha group was more satisfied with their ability

in terms of the financial management of their construction companies. However, they

scored themselves lower in the overall knowledge gained from the developmental

initiatives versus those of the groups presented earlier.




7.5.2.4 Queenstown learning centre

Table 8: Tabular presentation of data collected through the Emerging Contractors’

evaluation of mentoring process, global average: Queenstown learning centre

Indicator Score August 2006  Previous
rating rating

Evaluation of relationship with mentor and quality of 90% Excellent Excellent

support provided to EC

Evaluation of service levels and quality of interaction 80% Very good Average

with ECDC (business advisor, accounting, reaction tin

Evaluation of the training programme offered by the 83.3% Excellent Excellent

training service provider

Development of EC’s ability to deal independently 80% Very good Average

with construction project professional team

(architect, engineer, quantity surveyor, etc)

Development of financial stability of EC 83.3% Excellent Very good

(improved cash flow, asset base, credit rating, etc)

Management structure and quality of this development 80% Very good Excellent

programme as introduced and operated by the Project

Overall personal (EC) skills and knowledge developme¢  86.7% Excellent Excellent

resulting from this ECDC development initiative

Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

The Queenstown group indicated a high degree of satisfaction with all elements and gave

contractor satisfaction its highest rating of all the centres.
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7.5.2.5 Port Elizabeth learning centre

Table 9: Tabular presentation of data collected through the Emerging Contractors’

evaluation of mentoring process, global average: Port Elizabeth learning centre

Indicator Score  August 2006  Previous
rating rating

Evaluation of relationship with mentor and quality of 80% Very good Very good

support provided to EC

Evaluation of service levels and quality of interaction 80% Very good Very good

with ECDC (business advisor, accounting, reaction time, etc.)

Evaluation of the training programme offered by the 50% Excellent Excellent

training service provider

Development of EC’s ability to deal independently with 80% Average Average

construction project professional team

(architect, engineer, quantity surveyor, etc)

Development of financial stability of EC 80% Very good Very good

(improved cash flow, asset base, credit rating, etc)

Management structure and quality of this development 80% Very good Very good

programme as introduced and operated by the Project

Overall personal (EC) skills and knowledge development 90% Excellent Excellent

resulting from this ECDC development initiative

Source: Council for Scientific and Industrial Research (CSIR), 2007:3-18

The Port Elizabeth group indicated a high degree of satisfaction across all elements.
However, this group scored the training provider low, contrary to the other groups. On
investigation, it was found that the ECs were dissatisfied with the quality of presentation

and presenter of the appointed training provider.
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7.5.3 Total Quality Management assessments

The TQM process comprised two elements to be effective:

Quarterly Indabas (workshop sessions) with all project stakeholders facilitated
regular feedback on the programme, allowing all to share information on

experiential learning and provide guidance in a unified fashion;

During the last six months of the programme, from May 2006 to October 2006,
the TQM team visited every mentor, with the contractors assigned to each mentor,
in the offices of the mentor or on a construction project site of the contractor, in
order to monitor the progress of each contractor. It also aimed to evaluate the
interaction between mentor and contractors, in order to ensure that actual capacity
building was taking place, seek agreement on corrective measures where
deviations from stated objectives occurred and monitor and manage the
programme towards achieving the standards set. These TQM visits were
conducted in a structured fashion in order to obtain uniformity in the procedures
and in the assessment of the outcomes.

Through the implementation of the TQM, it was found that:

The mentor/emerging contractor relationship needed continuous guidance
throughout the project period, from July 2005 to October 2006

Prior to the implementation of the TQM process, the mentors’ assessment of the
emerging contractors’ development averaged between 20% and 45% overall.
Contrary to this, the emerging contractors’ satisfaction levels remained
consistently high as indicated in the findings above. The TQM, therefore, revealed
that there was a misunderstanding between mentors and emerging contractors and

in the implementation of the assessment tools which were introduced,
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e The introduction of the TQM resulted in an increase in the emerging contractor’s
development. This finding was in accordance with the mentors assessment and is

recorded in the above findings;

e The emerging contractors’ satisfaction levels with the programme increased over
the last six months of the programme, from May 2006 to October 2006,
coinciding with the introduction of the TQM;

e The implementation of the Manual for smaller construction contractors:
guidelines for mentorship proved to be effective as the guideline governed the
relationship between mentor and emerging contractor and led to the development

of the Management Development Programme which is described below.

7.5.4 Management Development Programme

According to the feedback obtained from the TQM sessions, it became evident that the
formal training component presented by the training service providers was insufficient

for creating contractors that were self-sustaining.

The deficiencies in assessing contractors were not revealed by the CETA procedures.
Although the contractors were subjected to the normal CETA evaluation procedures, the
mechanics for establishing the ability of contractors after completion of their formal
training was suspect. Two important areas of weaknesses were identified, namely,
tendering and financial management. Almost all contractors could not execute the
relevant functions in practice, yet they had passed the evaluation procedures which had
led a CETA qualification. This finding was supported by the Council for Scientific and
Industrial Research (CSIR), 2007:1-18.

Although the mentors’ primary task was to assist contractors with their businesses and
business development in general, it became evident that they would need to assist in
resolving the important knowledge gaps of the contractors. Of prime concern was that
very few of the contractors could prepare and present a tender, nor were they able to
follow through with the necessary cost control and financial management. Having clearly
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established these shortcomings, the management team introduced a further development
tool namely the Management Development Programme (MDP), (See Annexure 8 -

Management Development Programme, by Hauptfleisch, 2006).

The MDP was structured as a simple bar chart for the remainder of the IECDM
programme. As noted by Knoetze, Lazarus, Hauptfleisch and Liebenberg (2007:1-24),
the underlying principle was to place each item contained in the mentor evaluation of the
emerging contractor (Annexure 5) and the Manual for Smaller Construction Contractors;
guidelines for mentorship (Annexure 7) in a bar chart. Each contractor’s proficiency was
evaluated in terms of each specific knowledge area, with the mentor and EC each signing
off the knowledge area as being understood and with the EC having demonstrated the

ability to execute this practically.

The results showed the following about MDP:

e This intervention had a dramatic affect on the level of proficiency achieved by the
contractors over the latter part of the programme. As presented in Figures 7 to 10,
the mentors’ assessment of the emerging contractors increased significantly as the
MDP complemented the manual in governing the mentor/emerging contractor
relationship;

e The existence of the MDP created team work between the emerging contractors
and their mentors by giving each other performance reviews. Problems with
mentor/contractor relationships and those related to projects undertaken by the

emerging contractors were resolved with the help of the TQM team;

e The MDRP is a necessary tool in managing the implementation of the manual.
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7.5.5 Close out questionnaire analysis

A close out questionnaire was forwarded to selected project stakeholders (mentors,

contractors, service providers) three months after the IECDM’s completion, in January

2007. Two reports were developed (See Annexure 9 and 10 Stakeholders’ questionnaire).

Annexure 9 refers to the IECDM mentors and training providers. Annexure 10 refers to

the emerging contractors. The purpose of the feedback was to evaluate:

The success of the IECDM as a developmental tool, per the experiences and

reports of the mentors, training providers and emerging contractors;

The benefit of the model as experienced by the emerging contractors in terms of
business growth and knowledge gained:;

Input for future IECDM implementation;

The success/failure of key IECDM elements, ie TQM, mentorship, CETA

learnership and the Manual for Smaller Construction Contractors; and

Elements of the model requiring corrective measures or improvement.

With reference to Annexure 9, the stakeholder’s questionnaire (mentors and

training providers) and based on a response rate of 55% (13 mentors and one

training provider), the responses were:

Section 1 requested the respondents to rate the overall performance of the model.

The scoring system utilised was based on a 1-10 rating with:

1-2 = poor, 3-4 = fair, 5-6 = average/good, 7-8 = very good, 9-10 = excellent
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. Question 1.1: Rate the overall IECDM programme in terms of delivering on

the key objectives being enterprise development of emerging contractors.

The average score was 7.5, thus falling into the range of “very good”. General comments
received ranged from “excellent programme” to “a very informative programme”. Based
on the received responses, the stakeholders (mentors, training providers) believed that

overall, the IECDM was beneficial in developing emerging contractors.

. Question 1.2: Rate the mentoring programme introduced by the project team

in terms of value adding beneficiation of the emerging contractor.

The average score was 8.3, thus falling into the range of “excellent”. General comments
ranged from *“best model around” to “contractors gained confidence from the
mentorship”. Based on the received responses, the stakeholders (mentors, training
providers) believed that the mentor programme, introduced by the project team, was a

beneficial developmental tool in assisting emerging contractors.

o Question 1.3: Rate the management of the IECDM by the ECDC appointed

project team.

The average score was 8.5, and fell into the range of “excellent” General comments
received ranged from “the method of one-to-one interaction with mentors and emerging
contractors is very effective” to “the team did their very best and achieved their
objectives”. The mentors and training providers indicated a high degree of satisfaction
with the overall management of the IECDM by the project team.

. Question 1.4: Has significant growth of the emerging contractor being

noticed in terms of their sustainability and viability as a construction enterprise.

The average score was 7.25, and fell into the range of “good”. General comments
received ranged from “contractors became independent” to “it became evident”. The
feedback received, therefore, indicated that the mentors and training providers, over the
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project period, had identified a significant level of development by the emerging

contractors.

. Question 1.5: Rate the CETA learnership in terms of the value adding

beneficiation.

The average score was 6.63 and fell into the range of “average/good”. General comments
received ranged from “the learnership provided the necessary background for the
merging contractors” to “it added great value”. The mentors and training providers
indicated an average to good level of satisfaction with the learnership. Key elements of
the IECDM were rated with the CETA learnership scoring the lowest points by the

respondents.

An important observation was that, on average, the mentors scored question 5 lower than
the training providers. Some mentors identified that the learnership, on its own, was
insufficient, because it only provided basic background information but lacked practical
application. Emerging contractors were found to be competent in the various unit
standards of the learnership by the training providers but found difficulty in

implementing the activity on site.

. Question 1.6: Rate the overall TQM process in terms of the value adding,
providing corrective measures and to guide the mentor/emerging

contractor/training provider relationship.

The average score was 8.5 and fell into the range of “excellent”. General comments
received ranged from “excellent programme” to “made a big difference”. Based on the
received responses, the stakeholders (mentors, training providers) believed that the
overall TQM process was an important component of the IECDM and, together with the
overall management by the project team, scored the highest of the key IECDM

components.
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Section 2 gauged the perception regarding the IECDM by the mentors and training
providers. The response requested was a “yes” or “no” answer to the question put

forward.
