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Executive Summary 
 

In February 2001, SDC together with Swiss private corporations, launched the Swiss-South African 

Co-operation Initiative (SSACI), as a long-term project designed to help improve educational and vo-

cational skills in South Africa. As an innovative social investment initiative, SSACI combines a private 

investment fund with social goals and financial contributions to development programs. The Swiss cor-

porate sponsors to SSACI are: Novartis, Holcim, Schindler, Ciba SC, Xstrata, Givaudan, Sika, Swiss 

Re, UBS and Credit Suisse. The joint initiative was prepared by SDC. On equal basis, the shares of 

SDC and the private sector sponsors for every year from 2001 to 2005 arrive to an annual disburse-

ment of CHF 2 million. 

 

What are the tangible results? By the end of June 2004, SSACI had committed a total of about 6 

million USD to 40 youth development projects, of which 24 are currently active and 16 have run to 

completion. Through these projects: 

• A total of 2'417 unemployed youths have been enrolled for training. 

• 1'636 of these youths have completed their SSACI-funded training, of whom over 40% are now in 

wage-employment, 30% are self-employed, 6% are in further education or training and 5% are do-

ing voluntary community service. 

• 285 micro-enterprises have been started, employing not only the founding entrepreneurs but also 

an additional 85 people from the community at large. 

• 120 start-up enterprises owned or operated by disadvantaged youths are receiving business de-

velopment services aimed at enabling them to grow their operations and take on additional young 

employees. 

 

The context: Youth unemployment is one of the most burning issues in South Africa. With unemploy-

ment rates at almost 50% in the age group 15 to 30, behind the figures there is an overwhelming eco-

nomic and social challenge. Government has undertaken quite some reforms in the past few years to 

provide the legal framework and to improve the education system. While many of these reforms have 

not yet delivered the expected results, civil society and private sector actors are very much involved, 

be it as training or by the means of corporate social investments in favor of disadvantaged youths. 

The motivation - why embark? The SSACI partnership is driven by a win-win strategy. But partner-

ships are not a quick fix. Both negotiation and management require trust and continuous dialogue 

about diverging expectations. In SSACI, corporate sponsors' motivation is driven by incentives of mar-

ket access and image profile as well as by SA government pressure on corporate business to favoring 

social investment. For SDC, SSACI complies fully with the overarching goals of Millennium Develop-

ment Goals and the applied strategies of the Country Programme. The win-win-situation is shaped by 

equal benefits each party – SDC and private sponsors – gets out of the agreed cooperation. 

 

The vehicle – a trust fund: SSACI was established as a common trust fund, sponsored equally by 

SDC and the participating Swiss companies. It has established a sound and effective governance and 

management structure. The Board is equally composed of representatives of the Swiss Government, 

of the corporate sponsors and of the South African civil society. The Board approves the funding of 

projects identified, evaluated and proposed by the Programme Manager. The Programme Manager 

also monitores and advises the on-going projects and acts as a public spokesperson and fundraiser 

for SSACI. Effective management of the social fund provides profile and visibility. 

 

Local partners: SSACI is funding innovative training projects that are operated by recognized local 

training service providers. The projects address the gap between training and employment for disad-

vantaged youths. Several examples and a cross-analysis of the funding portfolio show that SSACI 

funds quite a variety of service providers, both for reasons of innovation – testing the grounds in differ-

ent ways – and risk management – avoiding to bet on a single horse.  

 

Beneficiaries: The testimonies of trained young South African people show the overwhelming impact 

of a comprehensive skills training that integrates life skills and bridges over to real job placement, in-

cluding assistance in establishing micro-enterprises. Arising potentials for scaling-up are: networking 

of service providers, replication of successful schemes in governmental and non-governmental organi-

zations and exploring partnerships with Swiss businesses in other countries. 
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What are major lessons learned?  
 

It works – also on the ground! The main lesson of this partnership is that it succeeded in the begin-

ning and that the partners are even more happy with it after four years. The life stories of the final ben-

eficiaries of SSACI show that the co-operation initiative not only works between the public and private 

sponsors, but actually it makes a real difference in the lives of the trainees. The joint effort strengthens 

not only the visibility, but leads also to innovative projects that are highly appreciated in South Africa. 

So why not upscale the experience in Southern Africa and even replicate it in other countries? 

A conducive environment: South Africa  government promoted a so-called learnership system that is 

a promising approach in bridging the gap between skills development and job placement.  

Strong service providers: South Africa counts historically with a considerable number of well per-

forming NGOs addressing youth unemployment and able to present and conduct result oriented pro-

jects.   

Window of opportunity: For such an undertaking, on the SDC side, there is more openness towards 

the private sector in general and a specific policy on this kind of co-operation. On the private side, the 

awareness for corporate social responsibility, social investments of shareholders, corporate citizenship 

has certainly increased.  

Complementary contributions: The business case shows that SDC competencies in terms of impact 

oriented social investment and fund management are highly regarded by the corporate sponsors. Most 

corporate sponsors would not consider themselves to be able to implement such a social investment 

program with similar efficiency and effectiveness. It exists a potential for this kind of complementary 

partnerships.  

There is no free lunch! The argument of the win-win situation for the engaged partners must be re-

peated and proven on the ground. Sound and direct communication management is a must to gain 

and enhance confidence in the partnership. 

Clear focus, simple set-up: To start, the concentration on one area – youth unemployment in this 

case – and a straight forward but effective management – in SA integrated into the SDC Cooperation 

Office – facilitates trust building among the partners and low transaction costs. Clear cut guidelines 

are a must and the fund management needs to be familiar both with corporate world, SDC and the 

set-up and monitoring of social projects. 

Innovation: SSACI has shown the value of being truly innovative to differentiate itself from other, 

larger players. This refers particularly to SSACI's innovative training schemes that include additional 

measures to bridge the training – job placement gap, usually lacking in government-supported 

schemes. This makes it attractive for the corporate sponsors and moreover, innovative training 

schemes open up opportunities for replication on larger scale, supported by other players. 

Results-based management: By showing measurable results, SSACI has gained its current reputa-

tion with a consistent track record above average. It's easier to engage corporate sponsors and keep 

them on board if visible results in terms of employment rather than provision of training can be shown 

to them. 

Smart portfolio management: Diversification in terms of intervention sectors and selection of part-

ners makes sense. Putting all eggs into one basket should be avoided. In SSACI’s case, a mix of es-

tablished partners and others that need strong support is suitable to the market of service providers.  

Networking and alliances for scaling-up: In order to reach an impact beyond the individual training 

programs, SSACI provides a potential to network service providers and build alliances with larger part-

ners, who have access to larger resources.  

Potential for outreach: The SSACI experience can be expanded to the Southern African region and 

even replicated beyond in other countries. Representatives of corporate sponsors signal that they 

would embark in other countries as well.  

To create a social investment fund as a joint venture / partnership between Swiss industries and SDC, 

first, a sound exploration in possible host countries is a must. On the background of SDC's engage-

ment for MDG's and Financing for Development this pre-investment is a typical SDC task. Once a 

rough potential analysis at hand, a core group of Swiss business headquarters should be addressed 

to explore their interest, the purpose of funding and pledging amounts in a mid-term perspective. In 

view of implementation, based on its experience in social investment, SDC is well placed to mount the 

fund management and can finally expect that its public investment in development is at least doubled. 
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Swiss South African Co-operation Initiative SSACI 

A Social Investment Initiative1 with the Swiss Private Sector in South Africa 

 
 
 

 
1 The concept of social investment refers to the SDC position paper on “Cooperation with the Private 
Sector” (April 2004): a private investment fund with social goals and financial contributions to develop-
ment programs 
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The Context of Youth Unemployment in South Africa 

Adressing youth unemployment in South Africa – joint efforts by government, 
the private sector and NGOs 

Youth unemployment is one of the most burning issues in 
the developing South African society and economy. With 
unemployment rates at almost 50% in the age group 15 to 
30, there is no easy solution to this challenge. Government 
has undertaken quite some reforms (even too many?) in the 
past few years to provide the legal framework and to im-
prove the training and education system. While many of 
these reforms have not yet delivered the expected results, 
civil society and private sector actors and institutions are 
very much involved, be it as training and other service pro-
viders, implementers of government-funded programmes 
or by the means of corporate social investments in favour 
of disadvantaged youths.  

 

Perspectives of a young South-African 
school-leaver 

Sipho is a 20-year-old teenager who 
completed his Grade 12 about two years 
ago. Sipho lives in the township with his 
mother and grandmother and three 
siblings, two brothers and a sister. Sipho is 
the oldest in his family. His mother was 
retrenched about two years ago and she 
received a retrenchment package. She 
also has been selling cool drinks to the 
community. Sipho’s grandmother also 
assists the family from her pension.  

When Sipho was still at school he took 
science subjects because he wanted to go 
to the University of Cape Town (UCT) to 
study Mechanical Engineering. However, 
his matric results were not good enough, 
both his marks in science and maths were 
too low. He, however, could not return to 
school to upgrade the subjects because of 
his situation at home. For the past year 
Sipho has been looking for a job without 
any success. He is either told that he does 
not have enough qualifications or that he 
does not have the necessary experience.  

Every attempt at finding a job has been 
unsuccessful and as a result Sipho is 
despondent and depressed. The biggest 
problem for Sipho is finding an entry point 
into the world of work. 

 

 

A high number of new entrants into the 
job market 

Since 1975, and particularly in the ten 
years since the advent of democracy in 
1994, the South African government has 
made impressive progress in providing 
open access to public education for the 
majority of the population, as the following 
table indicates:  
 

Enrolment in public education, 1975 - 2000 

Figure Previous 
years 

2000 

Enrolment: 

Schooling 
 

Further Training 
and Education 
(FET) colleges 

Higher education 
 

Percentage of 
Africans: 

Schooling 

FET colleges 

Higher education 

 

5’379’665 
(1975) 

76’435  
(1991) 

 

340’000  
(1988) 

 
 

83.0% (1975) 

32.3% (1990) 

42.0% (1988) 

 

11’374’848 
 

350’465 
 
 

611’000 
 

 
 

92% 

84% 

72% 

(Source: Human Resources Science Counsil Study) 

This considerable increase in schooling 
provision has also led to an enormous 
growth of school leavers, who are looking 
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for a first entry into the job market, as 
shown by the following diagram.  

 
(Source: Human Resources Science Counsil Study; 
estimated average annual figures 2000-2002) 

Of these many young school leavers only 
a fraction actually finds a job: 

Percentage of school leavers who find jobs: 

 

Number of school leavers per year who don't 
find jobs 

Population 
group 

Percentage Absolute 
number 

African 

Coloured 

Indian 

White 

Total 

71% 

50% 

30% 

25% 

37% 

452'000 

37'000 

7'000 

23'000 

519'000 

(Source: Human Resources Science Counsil Study; 
estimated average annual figures 2000-2002) 

This might be surprising, looking at South 
Africa's continuous economic growth since 
1994. In fact, the Gross Domestic Product 
(GDP) rose by an average annual rate of 
2.65%.  

South African annual GDP in billion Rand  
(at constant 1995 prices) 

 
(Source: Statistics South Africa) 

This considerable growth was so far and is 
still not creating enough new jobs. Actually 
there is "job-less growth" with an increase 
in unemployment at the same time. For 
example, South Africa's unemployment 
rate rose by 5 percentage points between 
February 2000 and September 2002. In 
the same period, heavy job losses took 
place in subsistence agriculture and do-
mestic service, as well as in construction 
and mining. Economists predict that South 
Africa's GDP will have to grow at least by 
3.5% for two or three consecutive years to 
produce a significant number of new jobs. 

Moreover, there is not only a quantitative 
gap between the number of school leavers 
and the number of new jobs, but also a 
qualitative gap between skills supply and 
demand. Many dynamic private enterpri-
ses in growing sectors have an increasing 
demand in labourforce that is not met. In 
particular, there is a shortage of skilled 
workers like artisans, craftsmen and mid-
dle managers, showing the inability of the 
current education and training system to 
produce the "right" skills.  
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Inflow of youth leaving school 

• 551’000 drop out of school between 
Grade 1 and Grade 11 

• 170’000 Grade 12 students fail the 
Senior Certificate Examination 

• 290’000 Grade 12 students pass the 
Senior Certificate Examination 

Summary: an estimated 1’011’000 youth 
leave school each year 

Outflow to post-school study/training 

• 65’000 Grade 12 school leavers enter 
higher education 

• 90’000 to 120’000 school-leavers enter 
private higher education, FET and pre-
employment training 

Summary: an estimated maximum of 
185’000 youth continue education 

Outflow to labour market: an estimated 
826’000 school-leaving youth arrive on 
the labour market each year 

2.65% average 
annual growth rate 
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Opportunities and strategies 

For all the above-mentionned factors, 
combatting youth unemployment is a key 
priority for the South African government. 
The last decade has seen the government 
respond to this situation on a multitude of 
levels employing a range of strategies and 
approaches. 

One of the key strategies has been to ad-
dress the skills needs of both the work-
force generally and in particular and youth 
who are eligible to enter the labour market.  

 

Addressing the skills gap in the educa-
tion system 

Research has shown that there is a huge 
skills shortage in the country. There has 
been great concern that the levels of edu-
cation, particularly for the historically dis-
advantaged, has not prepared them for 
higher education or the workplace.  

A report by the Human Science Research 
Council (HRSC) mentions that “there is a 
mismatch between the outputs of school-
ing, the options for further and higher edu-
cation or pre-employment training, and the 
actual employment opportunities available 
in the labour market”. 

The report also indicates that most learn-
ers in higher education (HE) are still not 
registering for what could be termed tech-
nical skills. For example, the report high-
lights that of about 88'000 graduates from 
the HE system in 2000, 76 per cent were 
from universities and 24 per cent from 
technikons. This is seen as a problem, 
since the latter largely offer technical skills. 

Further training offered by the Further Ed-
ucation and Training (FET) system is also 
inadequate. The HSRC report mentions 
that "many of the students attending these 
colleges have already acquired Grade 12 
and are required or volunteer to repeat 
courses equivalent to Grade 10 to Grade 
12". It is also said that students volunteer 
to do this in the hope of improving their 
employment chances in the labour market. 
However, the qualifications they receive 
are no higher than those they had when 
entering the FET college. 

Another problem associated with FETs 
has been around the issues of quality and 
industry-responsiveness. Findings from 
the Skills Gap Project show that “informant 
teachers and some lecturers in the FET 
sector have little industry experience and 
are ill equipped to communicate industry 
expectations to students”. The curriculum 
is also highlighted as a problem, since 
FET college standards vary and delivery is 
problematic. Of further concern is that the 
FET colleges are still racially and vocation-
ally stigmatized, meaning that graduates 
from these colleges are less likely to be 
"snapped up for jobs because they are 
seen as second rate". 

In response to the problems associated 
with the FET system, government educa-
tion policy is has introduced a wide array 
of reforms. For example, there has been a 
merger of universities and technikons, 
FET colleges, teacher upgrading and sci-
ence and mathematics improvement pro-
grammes, etc. The HSRC report indicates 
that sufficient time has not yet passed to 
ascertain whether these measures are 
successful and effective. Although it is too 
early to assess it is commendable that 
steps have been taken to address issues 
around further education and training. 

 

Reforms of South Africa’s legislation 

As indicated above there is a level of skills 
shortage in the country. In response to the 
need to promote skills development, the 
South African government has passed a 
number of Acts which provide an institu-
tional framework for skills development in 
the country.  

Legislation provides nowadays a good 
framework for both training institutions and 
employers to operate from. The following 

South Africa’s Legislation 

• National Qualifications Framework  
(Act No. 58 of 1995) 

• South African Qualifications Authority 
Act, 1995 (Act No. 58 of 1995) 

• Skills Development Act (Act. No. of 
1998) 

• Skills Development Levy Act (Act No. 
9 of 1999) 



 
 
 
 

29 / 7 
 odcp organization development 

culture & politics 

 

odcp 
organization development 

culture & politics 

box highlights the most important new leg-
islation governing skills development and 
training: 

 

Legislation has been created to ensure 
that the skills level is addressed for both 
workers and those that enter the labour 
market. The most important steps were 
the creation of learnerships and Sector 
Education and Training Authorities 
(SETAs).  

 

Learnerships 

Learnerships were introduced for the first 
time in the Skills Development Act in 1998. 
Learnerships are modeled on the appren-
ticeship tradition, but unlike apprentice-
ships, they apply to any occupational lad-
der, not just to some trades. 

There are many advantages to a learner-
ship. For example: 

• A learnership combines theory with rel-
evant practice on the job; 

• Learnerships are based on legally bin-
ding agreements between the emplo-
yer, a learner and a training provider; 

• Relevant training provided to people 
should lead to a skilled labour force;  

• People will be qualified to work for 
someone else or for themselves.  

In short, learnerships are meant to ad-
dress the level of skill deficiencies as well 
as produce an efficient workforce. Learn-
erships are a good idea but there also 
have been problems around implementa-
tion. For example, employers are reluctant 
to take learners of whom they know noth-
ing about. Of concern is that the majority 
of learnerships have gone to current em-
ployees whose firms wish to upgrade their 
skills in preparation for greater responsibil-
ity within the company. 

 

Sector Education and Training Authori-
ties (SETAs) 

The Sector Education and Training Au-
thorities (SETAs) were established in 
2000. In total there are 25 SETAs for the 

different sectors of the economy. The main 
functions of the SETAs are: 

• Develop and implement a sector skills 
plan within the framework of the na-
tional skills development strategy; 

• Promote learnerships and register 
learnership agreements; 

• Collect and disburse the skills develop-
ment levies in its sector. 

However, besides government’s attempt to 
provide an enabling environment, imple-
mentation has been a problem. The 
SETAs are widely criticised for the slow 
pace of delivery resulting from overambi-
tious plans, bureaucratic logjams and lack 
of managerial capacity. 

Even the national Department of Finance 
raised concerns about the inefficiency sur-
rounding the sector education and training 
authorities. Several press articles mention 
that the SETAs have not made a meaning-
ful impact on the huge skills backlog, and 
the Department of Finance was concerned 
about their poor spending record. Moreo-
ver, a survey by the South African Cham-
ber of Business showed a 13% decrease 
in the number of companies that claimed 
their skills levies from SETAs, mainly be-
cause the pay-out was not worth the effort 
involved and the administrative burden 
was too onerous. 

Despite criticism leveled at the SETAs, it is 
commendable that the Minister Of Labour 
has publicly committed to addressing 
problems within the SETAs. The Minister 
has indicated that action would be taken 
on underperforming SETAs, by closing 
them down, merging or putting them under 
close supervision by the Minister. 

 

The Role of Non-Governmental Organi-
zations (NGOs) 

NGOs have played a crucial role in South 
Africa's struggle against apartheid. In par-
ticular, they became involved in research, 
service delivery and a wide range of activi-
ties to support the black population that 
apartheid deliberately under-served, and 
supporting the progressive movement. But 
not all NGOs were political in nature: some 



 
 
 
 

29 / 8 
 odcp organization development 

culture & politics 

 

odcp 
organization development 

culture & politics 

of the oldest are welfare-based organiza-
tions. 

A 2002 study on the size and scope of the 
broader non-profit sector (i.e. including 
community based organizations) as part of 
the global study led by the Johns Hopkins 
University team, argued that few would 
question the profound influence of non-
profit organizations (NPOs) on the emer-
gence, shape and nature of modern South 
African society, although a comprehensive 
history of non-profit organizational and as-
sociational life still needs to be written. By 
the same token, however, it is generally 
accepted that the formal NGO sector has 
been in a sustained period of crisis since 
1994, when the new government came to 
power. Many former NGO leaders and 
staff moved to government; many donors 
switched funds from NGOs to government; 
and the sector has had to develop a new 
raison d’être that finds a path between ad-
vocacy, political mobilization, policy devel-
opment and implementation.  

The 2002 study estimated that there are 
about 98'920 non-profit organizations, of 
which 53% are less formalized, community 
based organizations. It is estimated that 
about 1024 organizations offer adult or 
continuing education. The study, however, 
does not provide details on the kind of ser-
vice offered.  

The role of these organizations could be 
important in skills development, especially 
because a legal framework has been cre-
ated by government. NGOs could play a 
crucial role in partnering with government 
and addressing areas of skills develop-
ment: the issue is whether they and gov-
ernment have ‘found’ each other and are 
able to create the synergies needed to 
have a real impact on skills development. 

 

Key take-aways 

There are two main opportunities and assets 
in the South African context that seem 
promising for addressing youth unemploy-
ment and thereby providing a fertile ground 
for a SSACI-like initiative in the given con-
text. 

Learnerships: The learnership system is a 
promising approach in bridging the gap be-
tween skills development and job place-
ment. However, further progress needs to 
be made by all involved actors: The private 
sector should provide more and new learn-
ership positions not to upgrade the skills of 
their existing staff but also to open up oppor-
tunities for previously unemployed youths. 
Government and the Sector Education and 
Training Authorities should aim to reduce 
the administrative burden, clarify, simplify 
and speed up their internal processes. The 
training providers should put more accent on 
the employability and effective job place-
ment of trainees rather than be solely fo-
cused on delivery of certificates.  

Strong NGOs: South Africa has a histori-
cally strong NGO sector with many dedi-
cated organizations and individuals. The 
NGOs should continue to play a major role 
in addressing youth unemployment in South 
Africa, be it as training or other service pro-
viders or as "sparring partners" to govern-
ment in the reforms of its skills development 
policies.  
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Corporate Sponsors and SDC 

A win-win situation in a global development frame 

The SSACI partnership is driven by a win-win strategy. But 
partnerships are not a quick fix. Both negotiation of objec-
tives and process management of implementation pose 
formidable challenges and require trust and transparency, 
continuous dialogue about diverging expectations and a 
more or less symmetric commitment. In SSACI, corporate 
sponsors' motivation is driven by incentives of positioning 
and market access as well as by SA government pressure 
on corporate business to favoring social investment. For 
SDC, SSACI complies fully with the overarching goals of 
Millennium Development Goals and the applied strategies 
of the Country Programme. The win-win-situation is 
shaped by equal benefits each party – SDC and private 
sponsors – gets out of the agreed cooperation.  

 
 
Corporate sponsors’ motivation 

Motivation building can turn itself into a 
hard job. The convincing simplicity of the 
basic idea – youth unemployment, a clear 
and well focused deed of trust and the set-
up of a small but effective management 
were important ingredients to build up con-
fidence among the partners and motivation 
for funding.  

At the start the branches of potential Swiss 
corporate sponsors in SA showed mostly a 
rather positive attitude towards the new 
idea of a joint initiative. This positive esti-
mation was reaffirmed by their head of-
fices which finally had to take the decision 
to embark in social investment. Some of 
the Swiss corporate sponsors had already 
gained experience with single contribu-
tions to social projects, but the outlook to 
link such initiatives to other Swiss busi-
nesses and to join the fund with the expe-
rience of SDC in social investment obvi-
ously was a major favorable argument. In 
addition, by joining efforts a far stronger 
profile could emerge from the initiative.  

Who are the Swiss Corporate Spon-
sors to SSACI? 
Company Sector 

Ciba SC Chemicals 

Credit Suisse Banking 

Givaudan Cosmetics 

Holcim Construction  

Novartis Pharmaceuticals 

Schindler Lifts Industrial 

Sika Chemicals 

Swiss Re Reinsurance 

UBS Banking 

Xstrata Mining & Metals 

 
What are driving forces that foster the 
motivation for private businesses to co-op-
erate with the public sector and to invest 
into social development?  
 

• Corporate sponsors have already been 
active in funding community develop-
ment projects through the Swiss Busi-
ness Council of SA, e.g. supporting the 
community school in the township of 
Orange Farm.  

• Pressures and incentives for corporate 
sponsors that stem from SA govern-
ment policy based on Black Economic 
Empowerment / BEE which shapes an 
enabling environment for social invest-
ment.  

• Long term positioning, market access 
and visibility of Swiss business in SA, 
image building and brand protection. 

• Increasing civil awareness and de-
mand for CSR measures, including 
peer pressure.  

• Legacy of some Swiss businesses in 
SA due to their tight business relations 
with the apartheid regime; without 
downplaying this motivation factor, one 
has to note that it does not apply to all 
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corporate sponsors and where it ap-
plies it would not be a sufficient moti-
vation for an investment in size and 
content.  

• Leverage through SDC contribution in 
terms of money and know how. 

 

 

 

 

 

 

 

 

 

 

Pressure from Black Economic Empow-
erment / BEE 

A decade into South Africa's new democ-
racy, black economic empowerment re-
mains one of the most topical issues of the 
day. Both the public and private sectors 
have addressed themselves to the issue. 
But not surprisingly, management and la-
bour have somewhat different views of 
what is possible and how agreed objec-
tives can be attained. The ten-year record 
is patchy, but there seems to be growing 
consensus on ultimate objectives and the 
means to reach them. First, practically 
everyone agrees that the national wealth 
must be more widely and evenly distrib-
uted. Second, hardly anyone now believes 
that ownership and control of enterprises 
alone is an adequate measure of empow-
erment. In 2003, there were several sub-
stantial BEE transactions worth billions of 
Dollars, mostly in the mining sector, but 
two thirds of the value of those transac-
tions involved companies controlled by two 
black entrepreneurs. The consensus is 
that real empowerment must be much 
more broad-based and far-reached. 

Based on the recommendations of the 
Black Economic Empowerment Commis-
sion (BEEC), at present the legislation set 
targets for how much land, how many 
shares and how much procurement should 
be owned by blacks within a certain 

timeframe. One avenue for encouraging 
and measuring empowerment is the estab-
lishment of sectoral charters, which set out 
empowerment objectives agreed to by 
management, the labour force and govern-
ment. The mining and financial sectors 
have already concluded such agreements 
and discussions on other sectoral charters 
are in progress. The other avenue is an 
empowerment scorecard that is used to 
measure progress in an enterprise, com-
prising three basic components: 

• Direct empowerment through owner-
ship and management control 

• Human resource development and em-
ployment equity 

• Indirect empowerment through pro-
curement, enterprise and social devel-
opment 

The SA government will apply the score-
card measure when granting licenses and 
concessions, selling assets, entering into 
partnerships or issuing tenders. As a con-
sequence, also many of the Swiss busi-
nesses will have to comply with BEE 
norms, and their contribution to SSACI can 
be helpful for attaining targets and remain-
ing in the SA market. 

In the specific SA context, BEE measures 
towards equity can be understood as a set 
of rules and measures that are embedded 
in the general frame of Corporate Social 
Responsibility / CSR which is increasingly 
gaining ground in SA and globally. 

 

In the era of globalization, we face an in-
creasingly complex situation because inno-
vation can sometimes lead to risks, costs, 
and imbalances that extend beyond national 
borders. We cannot solve these issues 
alone and so it aims to build partnerships 
with other stakeholders such as public insti-
tutions, international organizations, and the 
private sector. The cooperation with them 
can lead to a more sustainable develop-
ment, which in this case means the more 
equitable sharing of the benefits of innova-
tion. 

(www.novartis.com, on corporate citizenship 
and stakeholder dialogue) 

 

Private 
Enterprise 

Driving forces Incentives 

• BEE regula-
tions 

• Growing civil 
awareness for 
CSR 

• Legacy of 
some Swiss 
businesses 

• Brand build-
ing 

• Long term po-
sitioning 

• Access to 
markets and 
Gov. tenders 

• Image build-
ing 

• Leverage 
through SDC 
contribution 

http://www.novartis.com/
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The wider view: Corporate Social Re-
sponsibility / CSR 

Clients and the resulting markets, especially 
in industrialized countries, are increasingly 
more sensitive on social as well as environ-
mental aspects of products and on enter-
prises delivering these products. Trade, 
product or production requirements are ex-
pressed e.g. in state regulations, voluntary 
codes of conduct or certification of products. 
The BEE scorecard, emphasizing equity, is 
an example for such regulations on a coun-
try's level while most CSR schemes apply 
on international level, e.g. the HACCP (Haz-
ardous Analysis and Critical Control Point) 
regulations in the food industry, a wide vari-
ety of eco- and fair trade-labels or standards 
such as SA 80002. 

Consumers are increasingly taking the living 
and working conditions of the producers into 
consideration when they decide what to buy. 
Were those flowers or coffee beans culti-
vated under sound conditions for the health 
of the workforce? Were the items of clothing 
manufactured under decent and just condi-
tions in their countries of origin? Companies 
which cater towards these markets need to 
adapt their products, their production pro-
cess and their management system to main-
tain and eventually broaden their position in 
these competitive markets. 

Following transparent CSR rules and provid-
ing equity and decent work conditions entail 
a process that requires firms to tackle what 
is often seen as a trade-off between internal 
profit objectives and standards set by na-
tional legislation and universal principles 
such as those set out in the United Nations' 
Global Compact and the International La-
bour Organization (ILO) Declaration on Fun-
damental Principles and Rights at Work. 
CSR and international environmental con-
ventions are thus driving forces towards 
more sustainable production modes. Com-
panies – smaller and larger in size and in 
supply chains linked to CSR sensitive mar-
kets – which clearly position themselves in 
this manner thus gain a sustainable compet-
itive advantage leading finally to better jobs, 
reduced poverty and increased welfare. 

 

 
2 SA 8000 is an international standard for social ac-
countability initiated by CEPAA (Council on Eco-
nomic Priority Accreditation Agency). 

 

Why did SDC embark?  

The overarching goals of the SDC strategy 
is set by the Millennium Development 
Declaration which affirms the commitment 
to "a more peaceful, prosperous and just 
world" and to "make the right to develop-
ment a reality for everyone and to freeing 
the entire human race from want." 

The respective Millennium Development 
Goals (MDGs) call for a halving of poverty 
by the year 2015. There is a broad con-
sensus that this ambitious demand can be 
met only when the state, civil society and 
the private sector in both the North and the 
South combine their efforts and embark 
on new ways together. This collective re-
sponsibility is in particular expressed in the 
eighth Millennium Development Goal, call-
ing for a new "Global Partnership for De-
velopment". In order to achieve a sustaina-
ble improvement in the situation of the 
poorest population groups, an increase in 
resources from the private sector is re-
quired. The same call for joining resources 
and efforts was put forward on the interna-
tional Conference "Financing for Develop-
ment" held in 2002 in Monterrey, Mexico. 

 

Financing for Development  

To open up new private financial resources 

and particularly social investment of the pri-

vate sector is a key of the MDGs. The con-

ferences in Monterrey (2002) and Johannes-

burg (also 2002) set out major development 

policy parameters that attached high priority 

to the question of financing for development. 

The Monterrey Consensus, to which the 

Swiss government is committed, specifies 

clearly the need to strengthen the financial 

sector and to open new sources of invest-

ment in social development. Limited public 

funds in many countries still pose a major 

development constraint. Apart from regula-

tory interventions by governments that ham-

per growth are indicative of this problem, 

e.g. frequent high transaction costs and lack 

of sufficient access to loans and other finan-

cial services, unstable framework 
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conditions, random government interven-

tions, financing gaps for micro, small and 

medium-sized enterprises and last but not 

least for workplace related education and 

training. 

On this multilateral background SSACI 
turns into a pivotal position as an innova-
tive scheme of public-private financing 
for development.  

Looking closer at SDC's motivation, be-
sides the multilateral goals, there are two 
more policy fields of SDC that sustain the 
decision: the Country Program and the 
thematic strategy of employment and in-
come generation. 

 

In the year 2000, it was foreseeable that 
development assistance from most bilat-
eral donors to South Africa would be grad-
ually reduced or phased out completely 
within the following five years. The SDC as 
well decided to phase out its Special Pro-
gramme for South Africa until the end of 
2004 – it's now being converted into a re-
gional programme for Southern Africa. 

Since this process was expected to leave 
a large number of experienced and well 
qualified South African development 
NGOs without foreign resources, the SDC 
was thinking about new ways of making 
South African NGOs less dependent on 
foreign government funding. The search 
for linking up development with new forms 
of private engagement and the capacity of 
South African NGOs were at the root of 

the idea which finally led to the creation of 
SSACI. At the same time, SSACI was be-
ing articulated within the SDC country 
strategy 2000 to 2004 for South Africa. 

Since SSACI's inception in 2000/2001, 
quite some changes occurred at the SDC. 
On one hand, by the establishment of its 
Strategy 2010 and the reorganization of its 
thematic services, the SDC put a increa-
sed thematic accent to the access, crea-
tion and stabilization of employment and 
income. The new SDC division "Employ-
ment and Income" is directly promoting the 
link between vocational training, skills de-
velopment and employment creation – the 
thematic focus of SSACI. On the other 
hand, SDC developed a new position pa-
per on the co-operation with the private 
sector (finalized in April 2004). Within 
that, one of several forms of co-operation 
is social investment, exactly the form of 
the SSACI partnership.  

The choice of the sector of intervention 
(education/skills training) was based on 
the importance of the issue in South Africa 
– extremely high unemployment rates, es-
pecially among the youth and historically 
disadvantaged groups – and the observa-
tion that unlike in other areas such as de-
mocratization, decentralization, etc. little 
progress was perceivable since 1994, 
while for SA government and the society 
as a whole the issue was burning. 

All in all, it appears that SDC's policies and 
strategies are now better aligned with 
SSACI's than they were in 2000/2001. 
Moreover, SDC's engagement complies 
fully with its five principles of co-operation 
with the private sector:  
 

SDC's five principles of co-operation with 
the private sector 

• The SDC’s services are carried out in 
accordance with its core mandate; 

• The cooperation leads to a sustainable 
improvement in the living conditions of 
disadvantaged peoples; 

• Economic growth benefits the poor pop-
ulation groups; 

• Cooperation with the private sector uses 
the comparative advantages of all par-
ticipants; 

Employ-
ment and 
Income & 

PPP 

Country 
Program 

South  
Africa 

MDGs / 
Fin. for De-
velopment 

SSACI –
anchored 

in SDC 
policy 
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• The SDC delivers its services according 

to the principle of subsidiarity and within 

a determined period of time. 

 

Win-win situation for SDC and corpo-
rate sponsors  

• Mobilizing additional resources, doub-
ling of outreach: SDC and corporate 
sponsors can double its investment, 
which is definitely an attractive option 
against a smaller single party financed 
programme. 

• The small size and efficiency of SSACI 
and its focus on innovative training 
schemes provide to all partners a clear 
and positive profile. 

• Both partners needed to make some 
concessions (e.g. in terms of manage-
ment style or communications)  but 
these were justified by the benefits of 
the partnership to each partner. 

• Experience and competency of both 
partners complement each other. Cor-
porate sponsors lack attractive alterna-
tives in terms of efficiency and profes-
sional competencies for social invest-
ment, SDC has proven experience in 
social investment and the manage-
ment of development programmes.  

• Corporate sponsors can sharpen their 
profile and improve the Swiss label in 
South Africa while in other social in-
vestments funds (such as the National 
Business Initative with mixed results) 
their contribution would be melted with 
other sponsors. 

• SDC can capitalize its proven manage-
ment competency and guarantees with 
its name for quality standards in devel-
opment investment. 

• Risks for both sides are limited to pro-
ject failure – therefore both sides are 
equally interested in quality control and 
risk-minimizing measures, i.e. job 
placement support as integrated pro-
ject component and close follow-up of 
projects by SSACI management. 

 

Key take-aways 

It works! The main lesson of this partner-
ship is that it succeeded in the beginning 
and that the partners are still (or even more) 

happy with it after four years. The joint effort 
strengthens not only the visibility, but leads 
also to innovative projects that are highly 
appreciated in South Africa. So why not up-
scale the experience in Southern Africa and 
even replicate it in other places? 

Window of opportunity: Since 2000, devel-
opments on both public and private side 
have increased the opportunities for such an 
undertaking. On the SDC side, there is more 
openness towards the private sector in gen-
eral and a specific policy on this kind of co-
operation. On the private side, the aware-
ness for corporate social responsibility, “eth-
ical investments” of shareholders, corporate 
citizenship, triple bottom-line etc. has cer-
tainly increased. Therefore, demand for a 
collaboration is also on the increase. 

Balance of contributions: The case shows 
that SDC competencies in terms of pro-
gramme management, development and 
field experience are highly regarded by the 
corporate sponsors in this concrete partner-
ship. Most corporate sponsors would not 
consider themselves to be able to imple-
ment such a social investment programme 
with similar efficiency and effectiveness. We 
therefore see a potential that the financial 
contribution of the private sector could be 
higher than the one of SDC or even further 
in future: SDC could provide a sound man-
agement for social investment and the cor-
porate sponsors the funding.  

There is no free lunch! The argument of 
the win-win situation must be repeated and 
proven every year. Two tracks: Follow-up of 
projects and personal direct information of 
sponsors by the fund management.  

 

 



 
 
 
 

29 / 14 
 odcp organization development 

culture & politics 

 

odcp 
organization development 

culture & politics 

SSACI Trust Fund 

The delivery vehicle for the joint interests of private and public sponsors 

SSACI was established as a common trust fund, sponsored 
equally by SDC and the participating Swiss companies. It 
has established a sound, efficient and very effective gov-
ernance and management structure. The Board is equally 
composed of representatives of the Swiss Government, of 
the corporate sponsors and of the South African civil soci-
ety. The Board approves the funding of projects identified, 
evaluated and proposed by the Programme Manager. The 
Programme Manager is also negotiating, monitoring and 
advising the funded projects. Moreover, he acts as a public 
spokesperson and fundraiser for SSACI, being the primary 
contact person for the sponsoring companies, but also for 
other interested stakeholders. 

 
 

The history of SSACI’s inception 

In January 2001, the SDC, together with 
Swiss private corporations, launched the 
Swiss-South African Co-operation Initiative, 
as a long-term project designed to help im-
prove educational and vocational skills in 
South Africa. 

To prepare the Initiative, which was part of 
the SDC Strategy 2000-2004 for South Af-
rica, SDC contacted the Swiss private sector 
in South Africa. In October 1999 and May 
2000, the SDC held meetings with the Swiss 
Business Council of South Africa in Johan-
nesburg. Some fifteen representatives indi-
cated an interest in contributing to such a 
project. Several firms promised amounts of 
CHF 100’000 to 125’000 annually for five 
years. After contacting the headquarters of 
fifteen Swiss enterprises with interests in 
South Africa, just short of CHF 1 million in 
pledges were received for every year from 
2001 to 2005. The SDC decided then to 
match private contributions up to CHF 1 mil-
lion per year to bring the annual disburse-
ments of the Initiative up to CHF 2 million. 

After consultation with a South African law-
yer and the SDC Legal Services, it was de-
cided to put the Initiative under the legal 
form of a South African Trust with tax ex-
emption. 

The Deed of Trust was formally signed in 
February 2001 and registered with the Pre-
toria High Court in April that year. On March 
1st, 2001, SSACI officially opened its doors 
for business. 

 

 

 

SSACI’s governance structure 

The “constitution” of the partnership is 
given by the Deed of Trust, determining 
the Trust’s name, objectives and assets, 
as well as the Board of Trustees’ composi-
tion, appointment procedures and powers. 
Moreover, procedures for minutes and ac-
counts, meetings, alterations to the Deed 
and for winding up the Trust are fixed in 
the deed.  

Lessons on the Deed of Trust 

SSACI’s Deed of Trust mixes constituent 
factors – name, objectives, assets of the 
Trust, the role of the Trustees – with “rules 
and regulations”-type provisions. E.g., there 
is a condition that projects cannot be do-
nated more than ZAR 800’000 (equivalent to 
about USD 130'000) for a year. Later, one 
would have liked to change this restriction 
for different reasons. However, changing the 
Deed of Trust is very difficult, since all alter-
ations must be registered with the Pretoria 
High Court. Instead of putting the provision 
into the Deed of Trust, it could have been 
put into the “rules and regulations”, on which 
alterations can be done by decision of the 
Board. 

The SDC acted as the founder of the Trust 
with an initial donation of four million South 

Spon-
sors 

Youth 

Context 

SSACI 
Provi-
ders 
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African Rand, then equivalent to about one 
million Swiss francs. The corporate spon-
sors followed by contributing their annual 
donations to the Trust, some through their 
South African subsidiaries, some directly 
from their Swiss Head Offices. 

The Board of Trustees consists of six 
members. An eminent South African per-
son acts as president and primus inter 
pares of the Trust. Since 2001, Mrs. Ruth 
Segomotsi Mompati, formerly the South 
African ambassador to Switzerland and a 
member of the nation's first democrati-
cally-elected parliament, is holding this po-
sition. Two Board members of South Afri-
can nationality represent the corporate 
sponsors (currently Terry Hime of Schind-
ler Lifts and Glen Poole of Ciba Specialty 
Chemicals). The Swiss Ambassador to 
South Africa and the SDC Country Direc-
tor in South Africa are Board members 
from the “public” side of the partnership. 
As another representative of the South Af-
rican community at large, Mr. Monvabisi 
Vika, Managing Director of Klipstone 
Transport, serves on SSACI's Board of 
Trustees. 

The Board meets generally four times a 
year, discussing both project proposals 
and broader strategic issues for SSACI. All 
project proposals are identified, screened 
and evaluated by the Programme Man-
ager, while the decision on approval re-
mains exclusively with the Board.  

Lessons on the differentiation of deci-
sion making level 

While the composition and functioning of 
SSACI’s Board is generally seen as bal-
anced and efficient, careful consideration 
should be given to the division of decision 
making between Board and management. 
Policy and strategic decisions are clearly the 
Board’s responsibility. It should frame a 
clear strategic orientation of SSACI, allowing 
for relatively flexible management within this 
frame. Operational decisions should be left 
to management. There is a risk of “loosing 
the big picture” when the Board is deciding 
on every individual project proposal.  

In SSACI’s case, strategic issues are more 
and more frequently tabled at Board meet-
ings. Recent examples are the selection of 
growth sectors to invest in, wage-

employment vs. self-employment, cost-ben-
efit analysis of different project approaches, 
etc. This trend could be further enhanced, 
providing grounds for a sound funding strat-
egy which then serves as a basis for the 
portfolio management.  

At the same time, discussions about se-
lected individual projects are still useful to 
keep the board members “on board” and 
clear about what’s happening on the ground. 

 

SSACI’s funding strategy 

SSACI’s Deed of Trust describes its over-
all objective as being: “To advance educa-
tional opportunities for disadvantaged 
young South Africans in order to enable 
them to obtain employment”. This is in line 
with one of the South African govern-
ment’s own priorities, namely to tackle the 
critical problem of youth unemployment. 

In its basic strategy, SSACI concentrates 
on technical and vocational training and on 
job creation for out-of-school youths. To 
bridge the transfer gap between training 
and the job market, SSACI insists that 
every project must include training in work-
related life skills and a post-training sup-
port programme aimed at assisting suc-
cessful trainees to find jobs or create their 
own. For the same reason, SSACI focuses 
on sectors of the economy that are grow-
ing and creating job opportunities (as op-
posed to “jobless growth sectors”) espe-
cially for young people. That means that 
they should require relatively low skills and 
little experience at entry level. Based on 
these criteria, a research review led 
SSACI to identify about twenty “best-
match” sectors.  

 

"Best-match" sectors for SSACI 

Agriculture (incl. poultry & market garden-
ing), automotive repairs, brick-making & 
concrete products, business services, cater-
ing, cleaning services, clothing & footwear, 
electrical appliance manufacture & repair, 
engineering, food & beverage processing, 
furniture manufacturing, landscaping & gar-
den services, leather products, metal fabri-
cation, printing & paper products, tourism 
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and hospitality, transport, storage and com-
munications, wholesale & retail trade. 

Based on three different research reports and 
SSACI estimates on skills level requirements.. 

 

A key question in a partnership like SSACI 
is the extent to which the funding strategy 
should be linked to the corporate spon-
sors’ interest within the area of interven-
tion. In SSACI’s case, almost no projects 
have originated from corporate sponsors’ 
ideas nor are any of them directly aimed at 
providing the skills in demand of the spon-
soring firms themselves. So far, no trainee 
out of a SSACI funded project has been 
employed by one of the corporate spon-
sors. The following table shows a few ar-
guments to this issue in the SSACI case. 
In any given case and context, these and 
other arguments will need to be weighted 
carefully in order to make a conscious de-
cision on the overall funding strategy. 

 

Should the funding strategy be close(r) 
to the (corporate) sponsors direct inter-
ests? 

Pro Con 

• possible direct 
benefit to corpo-
rate sponsors 

• higher probabil-
ity of employ-
ment for some 
trainees 

• specialized skills 
demand of cor-
porate sponsors 

• few opportuni-
ties (jobs) at cor-
porate sponsors 

• potential pres-
sure to fund 
“non-core” pro-
jects (e.g. out of 
sector focus) 

 

SSACI’s management 

It is an explicit objective of SSACI to keep 
management and administration as lean 
as possible. This has proven feasible and 
effective – SSACI’s staff consists of one 
Programme Manager, a Programme Of-
ficer (since 2003) and some secretarial 
support. Moreover, it uses external con-
sultants for specific tasks (evaluations, re-
search, etc.). Overall, SSACI's operating 
expenses as percentage of total expenses 

since 2001 has been 7.9%. SSACI’s of-
fices are located at the premises of the 
SDC Country Office in Pretoria, from 
which it obtains as well infrastructure and 
secretarial support. The question about 
moving out to an own office location will be 
taken up in the upcoming discussions 
about a possible second phase of the 
SSACI Initiative. 

The Programme Manager’s profile was ini-
tially described as being a mature person-
ality, creative, dynamic, and committed to 
make the Initiative’s operations work well. 
S/he should be of South African national-
ity, age 35 to 45, with at least ten years of 
experience in development work, of which 
some in the education or job creation sec-
tor. S/he should be an able manager and a 
good communicator. 

The Programme Manager’s main duties 
are to identify, select and negotiate project 
proposals, propose projects in line with the 
funding strategy to the Board for approval, 
make payments, and monitor the progress 
of funded projects. Particularly welcome 
by the Service providers is the fact that the 
Programme Manager would significantly 
contribute to further develop the initial pro-
ject proposal and to challenge the service 
providers business plan. Moreover, the 
Programme Manager's continuous rela-
tionship with the projects is way deeper 
than just progress monitoring. Several pro-
ject implementers highlighted the fact that 
they would get valuable input and advice 
from the Programme Manager on a range 
of matters from strategy over networking 
to financial management. This is to be 
compared to (the negative extreme of) 
other funding organizations, where the 
service providers wouldn’t receive a single 
visit from the funders during a multi-year 
project. 

 

The sponsors' and service providers' 
view on SSACI 

According to the interviewed service provid-
ers, sponsors and other resource persons, 
the following aspects represent the major 
strengths of SSACI, compared to other fund-
ing organizations in South Africa: 
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• SSACI's funding strategy has a clear fo-
cus, is transparent and consistently ap-
plied (there is no "hidden agenda"). 

• The outcome-orientation of SSACI (suc-
cess is measured by employed rather 
than by trained youth) is quite unique. 

• SSACI is very efficient, with reasonable 
administrative procedures. The inter-
viewed sponsors agree that they would 
not be able to implement a such effec-
tive and efficient social investment pro-
gram on their own. 

• Direct contact with the Programme Man-
ager is highly appreciated and effective. 
Particularly valuable for the service pro-
viders' is his in-depth knowledge about 
education, skills development and job 
creation. 

• Overall, SSACI ranks clearly above av-
erage or even as "exceptional" as donor 
organization (from the service providers' 
point of view) or as social investment 
fund (from the sponsors' point of view). 

 

Communications 

Generally, the Board and the Programme 
Manager have the duty to make continu-
ous efforts to let media and the govern-
ment know about the initiative, its projects 
and the names of the sponsors. The Pro-
gramme Manager acts as primary public 
spokesperson of SSACI and relationship 
manager for the sponsors, which includes 
fundraising through approaching new po-
tential sponsors. 

Both for reporting and communication pur-
poses, bi-annual reports of SSACI are pro-
duced and distributed to the South African 
Government, to the media, to the corpo-
rate sponsors, as well as to the SDC. All 
corporate sponsors are invited to attend 
an enlarged Annual Board meeting which 
is also serving as pledging conference. 
Mirroring this sponsors’ meeting in South 
Africa, there is an annual consultation 
meeting in Switzerland between sponsors 
(representatives from Swiss head offices), 
supporting organizations, and the SDC. 
The SSACI Programme Manager is pre-
sent at this meeting as well.  

Moreover, sponsors and projects are kept 
informed through a quarterly newsletter. It 

contains both individual project descrip-
tions and background information on is-
sues in the fields of education, training and 
skills development that affect SSACI’s 
work. Finally, a website is accessible for 
the broad public (www.ssaci.org.za).  

Despite of these considerable communica-
tion efforts, there are opportunities to tar-
get these activities even more clearly. On 
the one hand, SSACI funded projects, par-
ticularly with similar focus (sector or ap-
proach), could be brought into contact in 
order to share experiences and 
knowledge. So far, the individual projects 
generally do not seem to be very well in-
formed about other SSACI funded pro-
jects. On the other hand, some (more) fi-
nancial resources of SSACI management 
and/or the individual projects could be allo-
cated to allow for documentation of "suc-
cess stories". These could then be used 
on different levels – project, SSACI, spon-
sors – to show visible results to funders, 
government, and other interested parties 
and therefore enhance opportunities for 
scaling-up, dissemination and/or further 
funding of the successful approaches.  

 

Key take-aways 

Small is beautiful: The small size of the 
SSACI organization induces many benefits 
for both sponsors and projects. First, it 
keeps overhead and coordination costs min-
imal – efficiency makes both SDC and the 
corporate sponsors happy. Second, this al-
lows for high flexibility and speedy pro-
cesses, an important comparative ad-
vantage against larger organizations. Third, 
it is highly valued by sponsors and projects 
to have direct access to a decision-maker 
and to take advantage of his in-depth 
knowledge of the targeted intervention area. 

Clear focus, simple set-up: To start, the 
concentration on one area (youth unemploy-
ment) and a straight forward but effective 
management – in SA integrated into the 
SDC Cooperation Office – facilitates trust 
building and communication among the part-
ners. Clear cut guidelines are a must and 
the fund management needs to be familiar 
both with corporate world, SDC and the set-
up and monitoring of social projects. 

http://www.ssaci.org.za/
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Innovation3: SSACI has shown the value of 
being truly innovative to differentiate itself 
from other, larger "mainstream" players. 
This is the only way it can remain attractive 
for the corporate sponsors, SDC and pro-
jects that share the same innovation spirit. 
Moreover, a conscious "innovation manage-
ment" opens up opportunities for replication 
of successful projects on larger scale, sup-
ported by other players. 

Results-based management: It's hard to 
proclaim to be innovative without showing 
measurable results. SSACI has gained its 
current reputation with a consistent track 
record of achieving results clearly above av-
erage. It's easier to engage corporate spon-
sors and keep them “on board” if visible re-
sults can be shown to them. 

Communication: Communication efforts 
can never be overemphasized in such a 
partnership. First, there are many organiza-
tions involved with quite different levels of 
interaction and information. Second, there is 
a potential for cross-fertilization between or-
ganizations of the same kind (e.g., project to 
project) or of different nature (e.g., sponsor 
to project). 

 

 
3 We refer here particularly to SSACI's innovative 
training schemes that include additional measures 

to bridge the training – job placement gap (usually 
lacking in government-supported schemes). 
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Service Providers 

Delivery of innovative training schemes through smart portfolio management 

SSACI delivers its mission through funding of innovative 
training approaches and projects that address the gap be-
tween education, training and employment for disadvan-
taged youths. With a higher investment per trainee, the re-
turn in terms of success on the job market can be signifi-
cantly enhanced. Several examples and a cross-analysis of 
the funding portfolio show that SSACI funds quite a variety 
of service providers, both for reasons of innovation – testing 
the grounds in different ways – and risk management – 
avoiding to bet on a single horse. At the same time, this 
implies also a differentiated interaction with the projects – 
some will need close follow-up and advice, others network-
ing with similar organizations and projects. 

 
 
The mode of delivery of the SSACI Trust is 
through funding of projects that are pro-
posed by intermediary organizations. Usu-
ally, these are established NGOs, training 
institutions or similar service providers 
who have been running other projects in 
the past.  

The identification of possible projects is 
mainly done though active screening and 
networking by the Programme Manager. 
Only once in four years a public call for 
proposals had been issued. Through the 
SSACI Website, any organization is invited 
to apply for funding of their project. There 
is no fixed deadline for proposals, they can 
be handed in at any time.  

 

Bridging the gap between training and 
job placement 

SSACI's main funding philosophy is 
founded in the conviction that there is a 
need for new approaches to successfully 
bridge the gap between education, train-
ing, and employment. Therefore, SSACI is 
explicitly funding projects that are develop-
ing new training concepts, curricula, etc. 
However, SSACI is not funding the start-
up costs of new service providers. 

Obviously, the cost of development of new 
training offers adds up to the pure training 
implementation costs. Moreover, some 
costs for setting up infrastructure (e.g., a 
call center for practicing purposes) might 

incur as well. Since most service provid-
ers, even well-established ones,  are not in 
a position to generate enough cash to fi-
nance such investments by their own capi-
tal (nor have they access to usual com-
mercial credits), there is a need for start-
up financing by institutions like SSACI. 

 

Finally, all additional measures to bridge 
the transfer gap between training and job 
placement increase the cost of per trained 
youth: training of life skills (basic social 
and communication skills necessary to ob-
tain and retain any job), support for job 
placement, training of entrepreneurial 
skills, Business Development Services, 
mentoring, etc. add up as well. 

On the benefits’ side, these “extra-costs" 
must be weighted against the higher suc-
cess ratio in terms of job placement and 
the quality and security of jobs obtained. 
Within the spirit of an outcome-based 

Training costs Success in job 
placement 

Pure  
training  

cost 

Job  
placement  
measures 

Start-up  
investment 

Pure  
training  

cost 

Illustration of costs and success ratio of 
usual and SSACI training schemes 

50% 80% 
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approach, one should not measure the 
cost per trained person, but rather the cost 
per successfully obtained wage-employ-
ment.  

After the start-up phase with one-off in-
vestments, the running cost for an innova-
tive training scheme is expected to go 
down, however still being above average 
due to the additional job placement 
measures. In many cases, an analysis of 
the benefits will show that these costs are 
well invested. The following example 
shows how such a calculation could turn 
out. 

Illustrative example 

Let’s compare two training schemes, a 
“usual” scheme A with USD 2’000 cost per 
trainee and an “innovative, SSACI-like” 
scheme B, including job placement efforts 
amounting to an additional cost of 20% per 
trainee. Further we assume that the success 
ratios of finding a job are 50% for A and 
80% for B.  

For 100 trainees in each scheme we get:  

• A costs USD 200’000 for 100 trainees of 
which 50 find employment.  

• B costs USD 240’000 for 100 trainees of 
which 80 find employment.  

Looking at the cost per trainee, the “usual” 
scheme A would appear to be more cost-ef-
ficient, B being 20% more expensive. 

Looking at the cost per successfully em-
ployed trainee, we find that it amounts to 
USD 4’000 under A and to USD 3’000 under 
B. That is, A is actually less cost-effective, 
by 33%! 

Obviously, these figures and examples are 
only illustrative. In any given case, the 
cost-benefit analysis of comparing two dif-
ferent approaches should be validated 
carefully. 

 

Diversity of SSACI's portfolio 

The following case examples provide an 
insight into the spectrum of service provid-
ers SSACI is or has been funding. How-
ever, it obviously cannot show the full vari-
ety of the portfolio. 

Case example 1: Dynamic Business 
Start-Up Project (DBSP) 

Project focus 

The project is to train at least 140 young 
people from five separate geographic ar-
eas in practical entrepreneurial skills. The 
DBSP training programme runs for four 
weeks, full time, and is government ac-
credited. At least 70% of the trainees 
should start-up own micro-enterprises that 
provide a long-term livable income after 24 
months. Another 25 additional jobs should 
be created by some of the trainees em-
ploying additional members of the commu-
nity.  

Moreover, the project provides business 
development services to selected enter-
prises already established with SSACI 
funding in an earlier phase, with the objec-
tive to move at least 20 (out of originally 
160 trainees) from the informal to the for-
mal sector. 

 

An ex-trainee of the Dynamic Business Start-up 
Project in front of his Barber Shop, employing four 
more hairdressers after one year of operations 

Profile of service provider 

The Dynamic Business Start-up Project 
(DBSP) has been in business since 1997 
as a training and development organiza-
tion. It concentrates on providing business 
start-up training and aftercare to people 
from economically marginalized communi-
ties. Once being a “one-trainer-organiza-
tion” it grew its team by developing ex-
trainees into trainers. All trainers work 
part-time for DBSP and most of them con-
tinue to run their own business. Wherever 
it is active, DBSP also enters into a part-
nership with a local community-based or-
ganization, from which a suitable person is 
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selected to be trained as a business sup-
port agent. 

Sustainability and replication potential 

DBSP aims to tap local government re-
sources (reserved for poverty alleviation 
and/or job creation) by establishing con-
tact from the start, running pilot pro-
grammes with external funding and con-
vincing local government to take over by 
showing concrete results. Since in many 
rural areas there’s less lack of resources 
than of project implementation capacity, 
this route seems promising and is being 
tested in the Vryburg area (North-West 
Province). 

Case example 2: Athlone Association 
for the Blind 

 

A visually impaired call center trainee at Athlone 

Project focus 

The project entails the development and 
trialing of a “fast-track” learnership in call-
centre operations. By virtue of its rapid 
growth and (global) competitiveness of 
South Africa, the call-centre industry offers 
an increasing number of entry-level job op-
portunities, as well as attractive career 
paths. Only part of the trainees are blind or 
visually impaired, which allows for a more 
efficient training operation (e.g. through 
“buddy training”, non-impaired trainees 
supporting the visually impaired or blind). 
On completion of the internship, trainees 
are assisted to find jobs within the call-
centre industry. 

Profile of service provider 

The Athlone Association for the Blind is 
well organized and established – it dates 

back to 1927 and has been offering voca-
tional training, assistance with job hunting 
and other forms of support for many years. 
Its ability to develop high-quality training 
offers is clearly demonstrated and con-
firmed by an recent external evaluation.  

Sustainability and replication potential 

The original plan to establish an own call 
center to generate funds through services 
of trainees as outsourced call-centre 
agents has so far not been fully success-
ful. Even if it generated USD 20'000 from 
several small contracts in 2004, no large 
contracts have been obtained up to now. 
On the other hand, a new opportunity for 
revenue generation opened up: Athlone 
got into an agreement with the Services 
Sector Education & Training Authority 
(SETA) to train call centre agents that will 
generate nearly USD 200'000 of revenues 
in 2005. 

Case example 3: Furntrain 

 

A Furntrain trainee with her workshop products 

The NGO runs a skills training programme 
which revolves around skills training in the 
furniture manufacturing industry. The lear-
nership training includes entrepreneurial 
and small business development, leading 
to either job placement or self-employ-
ment. The programme is accredited by the 
Furniture- “SETA”. An average of 100 lear-
ners annually is a 50/50 gender balanced 
intake with some coming from the disabil-
ity and substance and alcohol abuse back-
grounds. A 2002 partnership with SSACI 
opened up a new chapter in training for 
creating opportunities for employment for 
youth from the informal settlements 
around the city of Brits. Almost 90% of 
those trained during the last three years 
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have been absorbed in the furniture busi-
ness sector. 

 

 

 

Profile of service provider 

Established as an NGO since 1999, 
Furntrain is a progressive youth training 
and development project. In the five years 
that it has been operational, Furntrain has 
established partnerships with the North-
West provincial government (through the 
previous and current premiers), engaged 
Tshwane Metro for extending services into 
Hammarskraal and joined the “Shintsha” 
Project as part of the National Skills Devel-
opment Fund for funding of learnerships. It 
is currently engaging medium and big 
businesses in the province for increased 
youth placements. The visit by SSACI’s 
Board of Trustees provided the impetus for 
Furntrain to market itself more aggres-
sively. 

Sustainability and replication potential 

The partnership with “Dipakanyo Furniture 
cc” , through the assistance of Tshwane 
Metro will greatly increase the income lev-
els of Furntrain, as the project will be train-
ing youth for employment into Dipakanyo 
over the next three years. Furntrain has 
the potential of establishing an on-going 
partnership with FIETA as it has already 
demonstrated the ability to work closely 
and effectively with the SETA. The new 
provincial premier has been a keen sup-
porter of this project and Furntrain needs 
to exploit this relationship for further en-
hancement of its operations (for continued 
financial support). 

 

SSACI portfolio analysis 

SSACI's overall portfolio is characterized 
by a variety of size (in terms of funding 
and number of trainees), sectors, skills 
levels, etc. within the clearly defined area 
of intervention (youth training). Below, we 
show a selection of representations of 
SSACI's portfolio according to two key di-
mensions. 

 

 

 

 

The case examples and the portfolio over-
view show that the range of supported or-
ganizations is quite wide. There are sev-
eral reasons to it. The following first four 
arguments shows why this diversification 
in terms of sectors and approaches is ade-
quate. The next two arguments shows that 
the market of potential service providers, 
while being huge at the outset, is re-
strained by several factors, and thereby 
the “quality hurdle” for supported organiza-
tions cannot be put too high.  
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A diversified portfolio within the clear 
orientation "youth training" 

• Risk management: Betting on only one 
or two “growth sectors” is quite risky. 
Not only can the growth prospects 
change quickly, but also competition can 
become quite fierce in some sectors 
(e.g. IT training), leaving little room for 
innovative niche-players like SSACI. 

• Evolving strategy: SSACI started with a 
clear preference for job placement, that 
is, with a perspective of wage-employ-
ment for the trained youth. However, 
there is a shortage of jobs in the formal 
sector. It is estimated to absorb only 
about 5% of the young entrants to the 
job market. This led SSACI to look more 
into job creation, first in the informal sec-
tor through the start-up and growth of 
micro-enterprises. More recently, SSACI 
has tried to identify more opportunities 
for self-employment in the formal sector, 
e.g. through Business Development 
Services, franchising, etc.) 

• Internal rules and regulations: The re-
striction on a maximal funding of USD 
130’000 per year and project implies 
that the project portfolio has to remain 
relatively scattered and the number of 
supported service providers to be rela-
tively high. In fact, it has prevented 
SSACI from supporting some potentially 
good projects that would have required 
a higher level of funding or a longer term 
commitment than is permitted by its 
standing regulations. 

• Testing the grounds: SSACI was trying 
different avenues for success in its initial 
phase. Lately, the lessons from these 
first experiences – what works, what 
doesn’t – have led to a clearer focus. 

 

Restrictions in the provider market 

• Limited number of innovative, outcome-
driven providers: There seems to be no 
abundance of well established service 
providers that are as outcome-driven – 
targeting employment rather than train-
ing – as required by SSACI. Some pro-
posals got withdrawn as soon as SSACI 
wanted to fix the ratio of successfully 
employed trainees into the contract. As 
long as many large donors (government, 
NGO and private sponsors) provide 

supply-side incentives to training organi-
zations, there is little hope for change. 

• Legislation on tax exemption: In terms of 
a new tax regime implemented in South 
Africa in 2000, only donations to public-
benefit organizations approved by the 
South African Revenue Services are tax 
deductible for donors. The criteria for re-
ceiving this so-called ‘18A status’ are 
quite restrictive and have precluded 
many reputable service-providers in the 
non-profit sector. Moreover, there has 
been a serious bottleneck in the pro-
cessing of applications for 18A status 
within Revenue Services, with delays of 
12-18 months in some cases. As a re-
sult, SSACI, which has 18A status and 
is obliged to restrict its grants to other 
18A organizations or risk losing the tax 
relief that it can offer to corporate do-
nors, has had to turn down a number of 
good project proposals from well-estab-
lished service-providers with excellent 
credentials. 

 

Interaction with Service Providers 

All of the above factors together make it 
almost impossible for SSACI to be just a 
“hands-off” investment fund. That is, it’s 
not sufficient to screen project proposals, 
to select the “best few” for funding, and to 
monitor progress by reading reports. 

First, it means that the market of potential 
providers must be actively screened, a 
very resource-intensive task. In fact, one 
of the main motivations for corporate 
sponsors to engage with SSACI is that 
they are not in a position – neither by re-
sources nor by competency – to screen 
this market by themselves in an effective 
way.  

Second, SSACI also funds service provid-
ers that are in start-up or reorganization 
phases, not only because of a lack of al-
ternatives, but as a contribution to a posi-
tive development and capacity building of 
the South African NGO sector as a whole. 
These service providers might need more 
intensive follow-up, coaching or mentoring 
during a longer time period. Also, external 
evaluations of individual projects have 
been useful learning opportunities for both 
SSACI and the service providers. Again, 
this is resource-intensive and needs 



 
 
 
 

29 / 24 
 odcp organization development 

culture & politics 

 

odcp 
organization development 

culture & politics 

competencies that not every fund manager 
can provide.  

Third, there is an opportunity to bring dif-
ferent SSACI-funded service providers to-
gether to enhance knowledge sharing and 
peer learning. More experienced service 
providers might support less established 
ones in the same sectors, thereby freeing 
up some resources of the Programme 
Manager. 

 

Key take-aways 

Focus on outcome: A key recipe for 
SSACI’s success is its focus on outcome in 
terms of employment rather than supply in 
terms of training. This restricts the number 
of potential service providers since they 
have to take on risks beyond their immedi-
ate control. 

Smart portfolio management: Diversifica-
tion in terms of intervention sectors and se-
lection of partners makes sense. “Klumpen-
risiken” (“putting all eggs into one basket“) 
should be avoided. In SSACI’s case, a mix 
of established partners and others that need 
strong support is suitable to the circum-
stances (market of service providers).  

Addressing the quality of service provi-
sion: In order to improve the service provi-
sion and limit the individual project risks with 
innovative training schemes, different 
measures can be taken. Three examples 
from the SSACI case are: Competent follow-
up and professional advice by the Pro-
gramme Manager (requiring the correspond-
ing competencies); selective external evalu-
ations of individual projects; networking and 
peer support between the different funded 
projects (this could be further strengthened 
in the SSACI case). 
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SSACI Trained Youth 

Action speaks louder than words: up-trained youth with a job 

 
Innovation is the key and quality makes a real difference. 
The testimonies of trained young South African people 
show the overwhelming impact of a comprehensive skills 
oriented training that integrates life skills, entrepreneurial 
training and assistance in establishing micro-enterprises. 
Effective management of the social fund provides profile 
and visibility. Arising potentials for scaling-up are: network-
ing of service providers, replication of successful schemes 
in governmental and non-governmental organizations and 
exploring partnerships with Swiss businesses in other coun-
tries. 
 

 
 

Tangible results at aggregate level 

By the end of June 2004, SSACI had com-
mitted a total of 36'248'800 Rand (equiva-
lent to about 6 million USD) to 39 youth 
development projects, of which 24 are cur-
rently active and 15 have run to comple-
tion. Through these projects: 

• A total of 2'417 unemployed youths 
have been enrolled for training. 

• 1'636 of these youths have completed 
their SSACI-funded training, of whom 
702 (43%) are now in wage-employ-
ment, 342 (31%) are self-employed, 92 
(6%) are in further education or train-
ing and 77 (5%) are doing voluntary 
community service. 

• 285 micro-enterprises have been star-
ted, employing not only the founding 
entrepreneurs but also an additional 85 
people from the community at large. 

• 120 start-up enterprises owned or op-
erated by disadvantaged youths are 
receiving business development ser-
vices aimed at enabling them to grow 
their operations and take on additional 
young employees. 

 

 

 

 

 

Comparative advantages of SSACI pro-
jects: bridges across the transfer gap 

The effectiveness of rapid and workplace re-
lated training is determined to a large extent 
by the transfer into practice, i.e. that the 
trainee is capable to apply acquired skills 
without getting further support. Therefore, a 
core task of training involves bridging the 
gap between the learning during a training 
process and the practical application of what 
has been learned. Since SSACI seeks to get 
youths into sustain-able long-term employ-
ment, it concentrates on projects striving for 
crossing the gap between training and work-
place. Without claiming completeness, those 
projects try to:  

• develop learning activities that match 
the real work situation, involving a high 
proportion of practical skills develop-
ment through exercises, problem-solv-
ing activities and case studies. 

• promote all forms of practice-oriented 
learning based on the assessment of re-
quired competencies, practical exer-
cises, in-service learnerships and practi-
cals in enterprises. 

• integrate life skills training, entrepre-
neurial training and assistance in estab-
lishing micro-enterprises into technical 
skills training. 

• provide in every project post-training 
mentorship to facilitate finding jobs or 
setting up micro-enterprises. 

Spon-
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• stimulate the sense for progress through 
joint evaluations. 

Biographies of young (ex-)trainees 

At the age of 21, Roy (now 23) returned 
form his exile in Zimbabwe to South Africa 
looking for his parents. He discovered that 
they had passed away and he had nowhere 
to live but the streets of Pretoria. With little 
support from his uncles he lived literally from 
hand to mouth with no plans going beyond 
the next day.  

 

Moving to Mamelodi, Roy met Peter, a 
teacher at the “Dynamic Business Start-up 
Project (DBSP)”. Peter was just doing a fol-
low-up visit to one of his ex-trainees who 
had founded a tuck shop. Roy was inter-
ested in starting his own business as well 
and asked Peter for advice. The recommen-
dation was to apply for the next training pro-
gramme, to which Roy was admitted. At the 
training, Roy was introduced into basic fi-
nancial management and entrepreneurial 
skills. The latter included identifying busi-
ness opportunities in the community, con-
ducting research on the opportunity, writing 
up a business plan and starting the business 
itself. 

The trainees financial contribution to the 
training was an amount of USD 10, which at 
the same time served as start-up capital for 
their business. Roy wrote his business plan 
about selling cigarettes, not only to individ-
ual users, but primarily to resellers (shop 

owners, liquor stores etc.). His competitive 
advantages should be service quality (deliv-
ery to customer, reliable every-day service) 
and diversity of offer (selling more brands 
than the competitors).  

Eight months after completing the pro-
gramme, Roy is selling up to 20 cartons (10 
boxes each) of cigarettes a month with a 
margin of USD 3.3 per box. This gives him a 
monthly income of USD 400 to 800, making 
him a proud owner of an own house, a bed, 
and a bright future. 

 

LIFE STORY of Ntombizikona Mantanga, 
Alumni of the Business Skills Develop-
ment Center (BSDC) 

I joined BSDC in 1998 from January to 
June. I heard about BSDC from Veliswa 
Zimema who studied in 1997. I wanted to go 
to the Technikon to further my studies but I 
couldn’t afford the fees. Veliswa advised me 
to enroll at Business Skills for the six 
months course, she recommended BSDC 
and mentioned that I won’t regret. I was ac-
cepted on the course. 

I studied and graduated in July but I had to 
leave before my graduation day for Transkei 
because my uncle who was a business 
owner was killed. That is when things 
started to be difficult for me, I didn’t have 
time to go for interviews as we were prepar-
ing for his funeral. 

I tried my luck after the funeral to get the job 
but was unsuccessful. I decided to come 
back to Cape Town in 1999, visited BSDC 
and told them about my situation. This year 
(1999) the person who paid for my fees 
whilst I was at Business Skills passed away. 

I lost hope because she was everything to 
me. I had to go back to Transkei again and 
decided to come back towards the end of 
1999. I knew if I visited BSDC they would 
help, they were like my family to me. I 
started looking for a job again until one af-
ternoon when I received a call from BSDC, 
they wanted to interview me for a position as 
a Receptionist. I couldn’t believe that. 

I arrived at BSDC on the day of the Inter-
view that was on Friday. I waited for the call 
after the interview, and the Manager told me 
that my interview was successful. Every-
thing changed from then, I started working 
for the BSDC on the 24/01/2000 to date. I 
started as a Receptionist but I was pro-
moted. I am now working as a Recruitment 
Consultant and I am busy with the Labour 
Recruitment learnership at Services SETA. I 
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also paid for my other family members who 
enrolled at BSDC and they are also working 
now. I don’t regret coming to BSDC, its re-
ally a home for everyone. 

Regards, Ntombizikona Mantanga 

 

 

Dumisani Gumede, Physiotherapist and Alumni 
from the Mosvold Hospital Trust 

Dumisani Gumede (22), France Nxumalo 
(24) and John Mkhumbuzi (24) were all born 
and raised in the Ingwavuma district of 
northern KwaZulu-Natal, a remote area of 
over 2100 km² in the Lubombo Mountains 
on the borders of South Africa, Mozambique 
and Swaziland. This deep rural district is ex-
tremely poor and has high rates of malaria 
and HIV infection, and a 70% unemploy-
ment rate. Schools are critically under-re-
sourced and, until the Mosvold project be-
gan visiting them in 2000 to recruit top 
achievers for medical scholarships, few 
learners made it to tertiary education and 
fewer still to medical school. The few young-
sters who made it to college usually settled 
in the city for good, leading to a chronic out-
flow of talent from the Ingwavuma area and 
thus exacerbating social problems.  

Dumisane, France and John all went from 
school to study a health science under the 
Mosvold scheme, financed since 2001 by 
SSACI. Today, all three are back in their 
home district working at Mosvold hospital 
and its satellite clinics. France has set up 
the first ever optometry unit at the hospital. 
John is its first fully-qualified dental thera-
pist.  France now serves on the project 
steering committee. All three are active in 
counselling local youths on HIV/AIDS and 
make regular visits to local schools to en-
courage responsible behaviour, peer coun-
selling and wise career choices. 

The significance of this project is threefold. 
Firstly, it has retained talent in a deep rural 
district by training local youths to staff es-
sential services. Secondly, it has provided 
an important source of role-models for other 
youths in the area by showcasing the 

success of their peers in careers previously 
considered unattainable. Thirdly, it has 
brought about a shift in the thinking of pro-
vincial health departments and medical 
schools towards rural youths who were pre-
viously largely excluded from training in the 
health sciences. 

 

View of the wider context: the potential 
for scaling up 

The track-record of SSACI in terms of 
achieving its objectives of employment 
and self-employment of its trainees is im-
pressive. However, about 1.200 new jobs 
in the formal and informal sector are still a 
tiny drop into the sea of unemployed 
youth, amounting to about 3 million people 
in South Africa. Therefore, an inevitable 
question must be raised about the possi-
bilities for replication of SSACI’s innovative 
training schemes on a larger scale.  

It is highly unlikely that multiplying the size 
of SSACI by a factor of 10 (or 50) would 
be a promising recipe for successful repli-
cation. As shown above, the small size 
and efficiency of SSACI has many bene-
fits: small overhead, flexibility, direct con-
tact between the Programme Manager 
and service providers. This comparative 
advantage would be threatened when the 
organization would multiply its size – as 
shown by other, larger South African or-
ganizations with a similar mission such as 
the National Business Initiatives / NBI. 
Moreover, the sponsoring base of SSACI 
would need to be considerably enlarged 
and possibly lose its profile. 

Nevertheless, on the basis of a sound 
knowledge management and documented 
success cases, SSACI can enhance its 
range of impact. Given that SSACI cannot 
multiply itself, there remain basically three 
main avenues for reaching a greater part 
of the overall unemployed youth in South 
Africa:  
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Government replicates successful 
training schemes 

The innovative aspects of SSACI-funded 
projects – development of new learner-
ships, opening up of new pathways to em-
ployment for youths – have not gone un-
noticed by the Government, in particular 
the Department of Labour or the Sector 
Training and Education Authorities 
(SETA). For instance, the Tourism and 
Hospitality SETA is considering abandon-
ing its existing entry-level training curricu-
lum for hotel employees in favour of the 
curriculum being used in a SSACI project 
(School Leavers' Opportunity Training). 
Services SETA’s recommended curricu-
lum for the training of call-centre operators 
is a combination of those developed by 
two SSACI funded service providers (Ath-
lone and I-Fundi). Another SSACI project 
(National Peace Accord Trust) developed 
an entirely new job category – wilderness 
therapy guides – now recognized by the 
Tourism and Hospitality SETA. Moreover, 
SSACI itself has pioneered the model of 
integrating life skills training, technical 
skills training and post-training support (in 
the form of job placement or enterprise de-
velopment) into every project. The Depart-
ment of Labour is now urging the SETAs 
to adopt a similar model. Thus, SSACI can 
claim to be achieving some systemic im-
pact which goes beyond its relatively small 
number of trainees. 

Since the SETAs have quite some finan-
cial resources available for the so-called 
“Learnerships”, they are a preferred part-
ner for SSACI in order to overtake and 
“mainstream” some of its innovative train-
ing schemes. Unfortunately, there are also 
quite some management problems with 
many of the SETAs. They are currently un-
der rising pressure from the Minister of La-
bour, the South African press and many 
other institutions involved with education 
and training. In SSACI’s and its projects’ 
dealings with SETAs, very bureaucratic at-
titudes and cumbersome processes, high 
staff turn-over and lack of clear division of 
responsibilities between the different 
SETAs are hampering an important rela-
tionship. E.g., since 18 months (and still 
ongoing) a SSACI funded project tries to 

find out whether the training offered within 
an enterprise active in computer refurbish-
ing and reselling is to be accredited with 
the SETA dealing with IT, wholesale/retail, 
or services.  

Provider networks and other allies for 
replication 

Usually the providers of SSACI funded 
projects work also for other governmental 
and non-governmental funding institutions. 
The wide range of these service providers 
can be linked up to learning networks, ex-
changing experiences and improving their 
implementing capacity.  

Other than the government partners for 
replication, there are quite large and well 
resourced South African organizations that 
are active in the same or similar fields as 
SSACI. Among these are the Umsobomvu 
Youth Fund, the National Development 
Agency, the National Business Initiative 
and the Business Trust. Within this case 
study, we were not able to make a well-
founded judgment on these institutions as 
possible partners for SSACI, but the im-
pressions we got are nonetheless worth 
sharing. To some extent the National Busi-
ness Initiative / NBI, the Business Trust 
and the Umsobomvu Youth Fund are po-
tential up-scaling partners. For example, 
there might be a collaboration on the gov-
ernment's expanded public works por-
gramme (with which both Umsobomvu and 
the Business Trust are closely involved) ot 
in other programmes operated by provin-
cial authorities. However, it might be use-
ful to keep in mind some limitations. 

Umsobomvu’s funding programme, being 
allocated USD 160 million from South Afri-
can Government, focuses on: a business 
development services voucher pro-
gramme, contact information and counsel-
ing for youth searching employment, a na-
tional youth service programme, and other 
specific job-creation projects.  

Umsobomvu Youth Fund 

The Umsobomvu Youth Fund’s mission is to 
facilitate and promote the creation of jobs 
and skills development for South Africa’s 
young people. Its strategy is built around 
four key areas:  



 
 
 
 

29 / 29 
 odcp organization development 

culture & politics 

 

odcp 
organization development 

culture & politics 

• To create and design job creation pro-
grammes  

• To outsource the implementation of 
these programmes to service providers 

• To support and work with existing youth 
initiatives 

• To support capacity building for service 
providers 

One of SSACI’s projects has been able to 
source suitable trainees for its call-center 
project through the information and coun-
seling centers. SSACI also had discus-
sions with Umsobomvu on its plan for a 
national youth service programme, which 
might create opportunities for further co-
operation in the future. On the other hand, 
Umsobomvu has been criticized in the me-
dia and by some NGOs for its cumber-
some administrative procedures and slow 
delivery, and has even had to face calls 
from political groupings such as the Afri-
can National Congress Youth League for 
its dismantling.  

The case of the National Development 
Agency / NDA, another government-
funded organization that provides financial 
and non-financial support to civil society 
organizations, is even worse. It has been 
underperforming during the last years, but 
is still being allocated about USD 15 mil-
lion a year. Its problems culminated in a 
forensic investigation by the Auditor-Gen-
eral at the time of this research.  

 

Regional outreach to neighbouring 
countries and beyond 

SDC has decided to phase out its Special 
Programme for South Africa until the end 
of 2004 and will simultaneously establish a 
regional programme for Southern Africa. In 
the light of this development, the SSACI 
experience could be the platform for a re-
gional outreach. In order to prevent from 
blurring the profile of SSACI, it would be 
recommendable to set up a second re-
gional funding line that can be managed 
with the support of SSACI and eventually 
by a regional liaison office.  

Furthermore and beyond the Southern Af-
rican region, there are a number of coun-
tries (such as India, China, Thailand, Vi-
etnam, Indonesia, Peru, Ecuador, Central 
America, Brazil, Chile) where Swiss 

industries and businesses are well estab-
lished. Even in countries where SDC does 
not have an established Co-operation Of-
fice, it might be useful to explore the po-
tentials to set up a similar service facilitat-
ing social investment with the Swiss pri-
vate sector engaged in these countries. 

 

Key take-aways 

It works – also on the ground: The stories 
of the final beneficiaries of SSACI show that 
the co-operation initiative not only works be-
tween the public and private sponsors, but 
actually it makes a real difference in the 
lives of the trainees. 

Bottleneck in implementation: As shown 
by the potential allies of SSACI for scaling-
up (governmental and non-governmental), 
the main bottleneck in South Africa is not 
the lack of resources, but rather the lack of 
capacities to implement larger programmes 
with similar effectiveness as on smaller 
scale. 

Networking and alliances for scaling-up: 
In order to reach an impact beyond the indi-
vidual training programmes, it is necessary 
to network service providers and build alli-
ances with larger partners, who have access 
to larger resources.  

Potential for outreach: The SSACI experi-
ence can be expanded to the Southern Afri-
can region and even replicated beyond. To 
create a social investment fund as a joint 
venture / partnership between Swiss indus-
tries and SDC, first, a sound exploration in 
possible host countries is a must. On the 
background of SDC's engagement for 
MDG's and Financing for Development this 
pre-investment is a typical SDC task. Once 
a rough potential analysis at hand, a core 
group of Swiss business headquarters 
should be addressed to explore their inter-
est, the purpose of funding and pledging 
amounts in a mid-term perspective. In view 
of implementation, based on its experience 
in social investment, SDC is well placed to 
mount the fund management and can finally 
expect that its public investment in develop-
ment is at least doubled. 

 


