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Abstract

The South African economy experienc
many sectors and industries. Land
been slow since 1994. Since 1994 icy was
set out in the White Paper on So by the
Department of Land Affairs (DLA) in April 1997, and can be divided into three
broad areas:

und restruct ter 1994 in
ticularly

» Land Restitution- relief for certain categories of victims of forced
dispossession

¢ Redistribution — Discretionary ¢

¢ Tenure reform - Secure and
discriminatory practices.

» acquire land

Today there exist an outstanding legal framework and structures to regulate

and drive the process of Black Economic Empowerment and agricultural land
rﬁ%ﬁ%“ﬁ:ﬂiiiﬂ"ﬂ"ﬂ‘. ‘One, however, get the idea that there are not a lot of synergies to
take the process forward” (Herman Bailey, 30 August 2007).

he South
therefore

Prior to 1994 most black individuals on the
African Wine Industry were performin
had low skills levels.

imary producer
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The low education levels of the beneficiaries of empowerment projects are of
great concern because these are the individuals that must effectively manage
the empowerment farms so that it becomes viable businesses.

The perception when one speaks to stakeholders, trans formatlon managers
and academics is that there are only Black Economic
Empowerment projects that are on business
ventures over time. Many land ded an
economic performance that matches Consultants,
2005, p.iv).

This research study focuses mainly on the internal environment of land reform
in the South African Wine Industry. Therefore it deals specifically with
empowerment projects in the South African Wine Industry on primary
producer level.

Given the concern as mentioned above the following research question was
formulated:

How does one increase the leadership and management capabilities of
individuals within empowerment projects on the primary producer level in the
South African Wine Industry?

wa black wine farmers with a relati
wine business, do not utilize resources t
their businesses.
These farmers lack the capacity to m
how resources should be managed a
in the long-term.
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Durmg the research period it became clear that prOJects with individuals, who
W ; motivated to farm, showed more
than projects where there was no
was found that there was effective
= juals who managed these land m projects had
ntentlon they are in the wine business because they have a passion for lt
and they believe that they can make a success of the venture by persisting to
deliver.

“a;:i

Beneﬂcnane& of empowerment projects in the South Afr can Wﬂm industry
fack training in the field of management. This
em and it becomes critical to find
Individuals need to be developed so
¢ and reason effectively. Individuals need to be d y
can go on a continual learning and cﬂwmﬂmpment path tﬁ ough er Wagmg m
activities that prevent deterioration of existing skills and nurture new ones.
They should be equipped to learn how to learn

Cogmtlon is defined as the act of knowing or knowledge. Cognitive sk;lls

e refer to those skills that make it possible for us to know. Add
deficiencies through various cognitive on programn
ease the learning potential of individ t will equip th
the ¢ to become self-directed learners for the rest of their lives. Ti
be equipped to approach new situations, figure out for themselves what to
learn, plan their own learning and apply what they learn.

The influx of sz Mmmwledge in mmm MM% makes it very ww to fall behlnd

i needs to be an environment where one can cult
managers so that they can become the future Ieadem of viable Black
Economic Empowerment initiatives. The solution lie in creating an
environment where knowledge is shared between the beneficiaries of
empowerment projects on a continuous and very regular basis, like in a
ty of Practice (CoP).

.
£37%:
LR

g

concluded that if one wants to create
ly builds and exchange knowledge, d to build a
round the Community of Practice. Ti s one also nexs e
buy in of commercial farmers and those with knowledge so that they can help
new entrant farmers to make their ventures more viable.

53]

Community of Practice ti

The building of the strategic networks will help to increase the social capital of
the Community of Practice and this will bring val n

ommunity. Over time and with r
s individuals within the Community
and management capabilities. Thi
orm of distributed leadership within the (

nity of Practice



The core of distributed leadershlp is about the idea that leadership is not the
f an individual but it is an emergint ty rather than :
n (Spillane, 2006). This is where |
d actions of a single leader to
nal entity (Harris, 2008).

Within the Community of Practice this will lead to the establishment of
disciplined leaders and managers who are better informed and who therefore
can make disciplined decisions and take disciplined actions to achieve a
competitive advantage so that their agribusiness can become viable.



ﬂntroductnom
s Assistant mana§§? at the Wine Indusin
e (Winetech)' the responsibility is
transfer and training for the South Af

it was created during October 2005 to encourage a technology
transfer enabli ing environment for previously w':ﬁssadvantagemﬁ individuals in the
South African Wine Industry (farm- and cellar workers as well as emerging
wine producers). It was found that a number of emerging wi "m producer
wro;ects that received land through the wm reform programme® of South
were struggling to create viable wine b and som “mmﬁ%‘

y failed completely. However, there were som

=
=
[

where donng right and what the unsuccessful ones were do ing wrong.

The objectives of this study were:
» To dewwﬁww a comprehensive frmmmwmm of the Iand reform wugramme

i e land reform progr

e South African

ain why land re
South African

«%f/

projects on the primary producer levug

Indusw are failing.

» To provide a solution that could help to create more viable land reform
projects on the primary producer level in the South African Wine
Industry.

Research Paper Layout

in Cl r one the current situation of land r in South Africa were
i studied as well as a brief overview of the South Mfar can Wine Industry
and land reform in the South African Wine Industry. A Commwum framework
of what would create more viable empowerment projects in the South African
Wine Industry is illustrated. The Con cw&:ua&mﬁ framework highlights the concern
wanab e and from this a research question is cﬂrafted An outline of the answer
search question shows how it addres i >
concluded and a brief illustration i
e applied in practice.

A literature review in chapter 2 locates the findings in the broader body of
knowledge.

South African Wine Industry with a sustainable |
der to strengthen both local and international con
me of the African National Congress (ANC)
tor by transferring access to and ownership of la
tice of colonial and apartheid dispossession as well as to
ﬁelatlons in the countryside (ANC 1994)

and proﬁtabmty
seeks to restru
s to Africans, i
; soeial and economic




el I AR DTS

-h findings and solutions are discussed in

An evaluation and conclusion of findings concludes the paper in chapter five.
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1.1

Chapter 1: Going nowhere slowly

The South African Economy

The South African economy experienced profound restructuring after 1994 in
many sectors and industries. Some impressive achievements that have been
achieved since democracy include stable economic growth, a stable inflation
rate and increase social services delivery to ordinary citizens (Hall, 2007, p.2).

The South African government delivered generally well when there was a lot
of focus, e.g. the National Treasury and the South African Revenue Service
(SARS) (CDE, 2005, p.34). The private sector also ensured a difference when
it came to policy and delivery and gave strategic direction especially when the
country faced difficult challenges (CDE, 2005, p.34).

The South African economy increasingly integrated into global markets and
there was significant growth in the exports of manufactured goods and value
added services (Department of Trade and Industry, 2003, p.4). Due to these
factors South Africa established itselff as an advanced manufacturing
economy.

The countries annual economic growth rate has averaged above 4 per cent
from 2004 to 2007 and in the fourth quarter of 2007, the country recorded its
33" quarter of uninterrupted expansion in real Gross Domestic Product (GDP)
since 1999°.

The annual GDP growth for 2008 was reported at 3,1 percent and the
economy has been under severe pressure as growth in the mining and motor
manufacturing sectors slowed as a result of the global economic recession®.

Figure 1: GDP growth in South Africa 1999 to 2007

S %

5,4%
4.9% — 2l

.7 %

1599 2000 2001 2002 2003 2004 2005 2006 2007

(Data source: Statistics South Africa)

3 South Africa: economy overview (www southafrica.info/business/economy/econoverview htm)
4 http://emergingminds.org/South-A frica-s-GDP-drops- 1 .8-percent-in-fourth-quarter-2008 .htm!
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Roubini (2009) claim the current worldwide economic and financial crisis
resulted in a slowdown in economic growth in industrial as well as developing
countries. The global recession is regarded as the worst in decades and it
first took its toll on the United States of America’s economy and then through
a variety of channels it spread to the rest of the global economy (Roubini,
2009).

The South African economy, which is Africa’s biggest economy contracted at
an annualised rate of 6,4 per cent between January and March 2009
compared with the same period in 2008. This was the biggest decline since
1984 and it follows an annualised 1,8 per cent fall in the previous three
months. This meant that the South African economy was officially in
recession, which is defined as two consecutive quarters of negative growth. In
the second quarter of 2009 the South African economy contracted by 3 per
cent, which mean the country is still in recession (South African Reserve
Bank, 2009)

In 1994 the inflation rate of South Africa stood at 9.8 per cent and it declined
to 3.9 per cent in 2005, well below the upper level of the inflation target range
of 6 per cent that was set by the South African Reserve Bank. In 2007 global
prices pushed the rate back up to 6.5 per cent’.

Figure 2: South Africa's inflation rate (CPIX)®
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6%4 | | | | |
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o - - — ~ ™~ o o

(Data source: Statistics South Africa)

® South Africa: economy overview (www.southafrica.info/business/economy/econoverview.htm)

¢ The consumer price index (CPI) is the official measure of inflation in South Africa. One variant, the
consumer price for all urban areas urban areas (CPIX), is officially targeted by the South African
Reserve Bank and a primary measure that determines national interest rates. CPIX is measured by
excluding one section of the CPI basket of goods and services, the owner's equivalent rent, from the
calculation
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1.2

The 2007, annual country assesst
Fund (IMF), highlighted unemplo
disparities and the high HIV/Aids
challenges to economic growth in the ¢

rnational Monetary
erty, large wealth
a as the biggest
.3).

About 40 per cent of the South African ¢ ! ,
is in these areas that poverty and unemployment are cnhw {(Cousins, 2009).
Rural development is currently one of the five key focus areas that the South
African government will focus on, and there is a belief that the redistribution of
farmland as well as other rural development programmes can make a positive
reduction to poverty (Cousins, 2009).

The South African Agriculture Sector

In 2009 the president of South Africa, Mr Jaco
affairs and agriculture’. The Depar !
Reform replaced the Department
department is responsible for rolling
Development Programme (CRDP)
CRDP has a three prong strategy
reform and Rural development. The
{(DoA) has expanded to include, Fo
the Department of Agriculture, Fores

decMe«rz& to split land

nd information. The
ransformation, Land
ment of Agriculture
i it is now known as
\FF).

The DAFF is responsible for the Agrarian Transformation Programme of the
CRDP. The Provincial Departments of Agriculture will drive the process and
local authorities will manage projects®. There are currently two pilot projects
underway in Giyani in Limpopo and Riemvasmaak in the Northern Cape.

The South African mw"mﬁ ure sector has declined from 23 per cent of GDP in
1920 to 3 per cent in 2008 (NAMC, 2009). The deputy minister of Agriculture,
Forestry and Fisheries, Dr Pi er Mulder hlghhghted in his speech to
parliament recently that 8,5 million p or indirectly dependent
on agriculture for employment and to the World Trade
Atlas of 18 February 2009, the p South Africa’s total
agricultural exports amounted to and the agricultural
imports was R39,0 billion. This resulted i | trade surplus of R6,3
billion for 2008.

"Budget Vote No 27, Speech by the Deputy Minister of Agriculture, Forestry and Fisheries, Dr Pieter
Mulder, on response to the Budget Vote , Old Assembly Chamber Parliament of the Republic of South
Africa, 17 June 2009 (www.daff.gov.za).

¥ CRDP is a long-term relationship between government, business, organs of civil society and
community members, as such, the Department for Rural Development and Land Reform will commit
itself to rural communities the programme is being initiated and implemented for a period of not less
than two years { Department of Rural Development and Land Reform,

nsive_rural_dev/CRDP)

: ch by the Minister of Agriculture, Forestry and Fisher iw;m,, Ms Tina Joemat-
Pettersson, Old Ass ..“x'mhli*y Chamber Parliament of the Republic of South Africa, 17 June 2009
{www.daff.gov.za).

o
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1.3

In 2005 the Centre for Development and Enterprise (CDE) estimated that
there are about 91 000 black commercial farmers in South Africa, which is
double than the number of ‘white’ commercial farmers. The black farmers,
however, have far smaller farms and own less than 5 per cent of commercial
agricultural land. White owned farms produce more than 90 per cent of
marketed produce, but it is being delivered by fewer and fewer farmers. This
shows that successful commercial farmers are buying out commercial farmers
that are struggling. In other words you are not guaranteed success if you are
a commercial farmer. Due to the sharp increases in cost and the reduction in
subsidies commercial farming became more demanding and competitive
(CDE, 2005). The current recession also has a negative impact on the viability
of commercial farmers.

Over the past decade farming has increasingly become a knowledge-
intensive industry and managerial and professional inputs have tripled, while
unskilled inputs have halved (CDE, 2005).

Commercial agriculture, whether established or emerging, is a fragile,
relatively small, and knowledge-intensive rather than labour-infensive sector
(CDE, 2005, p.13).

A review on land reform in South Africa

With regards to land it is clear from various sources that the pace of land
reform has been very slow in South Africa. The challenge to respond to the
demands of the landless for land and livelihoods and to introduce a sector of
African smaliholders, to reduce poverty and to promote equity was enormous
in 1994 (Hall, 2007, p.87).

The World Bank (1994, pp. 213-223) proposed to the incoming African
National Congress (ANC) government in 1894, that 30 per cent of commercial
farming land in the former ‘white’ areas could be transferred to 600 000 black
smallholders through a market-led land redistribution programme (Hall, 2007,
p.88). The World Bank estimated that it could be achieved at a cost of R21
billion, but that it would require substantial expanding in the institutional
capacity of the public sector to implement a programme on this scale
(World Bank, 1994, pp.219-223).

There were extensive criticisms against the proposals at the time and one of
the main criticisms was that the proposal was ideologically driven and
untested it ignored the reality of land markets and that it would be prohibitively
expensive (Williams, 1994).

The policy was, however, adopted in the Reconstruction and Development
Programme (RDP)'° of the ANC in 1994 and it was anticipated that the 30 per
cent target could be achieved within the first five years of the programme.

' The Reconstruction and Development Programme (RDP) is an integrated, coherent socio-economic
policy framework. It seeks to mobilise all our people and our country's resources toward the final
eradication of the results of apartheid and the building of a democratic, non-racial and non-sexist
future. It represents a vision for the fundamental transformation of South Africa.
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1.3.1

This was to be achieved through a market-led programme where the state
would support ‘willing buyers’ to buy land from ‘willing sellers’
(Hall, 2007, p.88). The ‘willing buyer, willing seller’ policy was confirmed in the
White Paper on South African Land Policy (DLA, 1997).

The framework for land reform policy was set out in the White Paper on South
African Land Policy (1997), released by the Department of Land Affairs (DLA)
in April 1997, and it is divided into three broad areas:

\ 74

Land restitution — relief for certain categories of victims of forced
dispossession
» Land redistribution — Discretionary grants to acquire land
» Tenure reform — Secure and extended tenure rights for victims of past
discriminatory practices.
This study only looks into land redistribution and land restitution.

In 1999 less than 1 per cent of agricultural land was transferred through all the
aspects of land reform (Hall, 2007, p.88). After a ministerial review the
government adopted a revised and more realistic target of transferring 30 per
cent of land by 2014 (Hall, 2007, p.89).

Approximately 82 million hectares of commercial farmland (87 per cent of all
farmland, 68 per cent of the total surface area) was in the hands of the white
minority (Lahiff, 2008). This means that the target for land transfer in all forms
is 24, 6 million hectares by 2014.

Land Redistribution

In a presentation to parliament by the DLA, it was reported that land
redistribution and restitution amounted to 4 196 000 hectares at the end of
March 2007 (Lahiff, 2008). This means that the land reform programme in all
its forms had transferred roughly 5 per cent of white-owned land to historically
disadvantaged South Africans (Lahiff, 2008) in 13 years. From March 2006 to
2007 there is an increase of 24,4 per cent in the total number of hectares that
was transferred through land redistribution and restitution.

TabI?11: Land transferred by redistribution and restitution, 31 March
2007

Redistribution | Restitution Total -
Hectares 2299 000 1897 000 4196 000
Percentage | 5479 452 100.00

"' Department of Land Affairs, Presentation of the 2006/07 Annual Report to the Select Committee on
Land & Environmental Affairs, 6 November 2007. Power Point presentation
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Table 2: Breakdown of land transfers, 31 March 20062

1477 956 1007 247 126 513

CDE (2008) estimate that the true extent of land reform is now close to 6,8
per cent of commercial agricultural land. CDE (2008) reports that in some
mreas black people own more than 7 per cent of commercial agricultural Iand

farmiand in the %izf%ggi}ukuza dxstna_

farmland in the Eastern Cape r
at there are some substantial increas
far behind the official targets.
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1.3.2 Land Restitution

The Commission on Restitution of land rights (2007) states that 74 417 claims
was settled out of a total of 79 696 claims lodged, which means that 5 279
claims still have to be settled. In effect this means that more than 90 per cent
of restitution claims have been setiled. Urban claims was mainly settled by
cash payments and many rural claims have also been settled with cash, the
DLA signalled that they would prefer to settle more claims via land transfers
(CDE, 2008).

The remaining claims mentioned above (5 279) are the ones that are more
difficult to process and settle (CDE, 2008). The complexity of these claims
have shift some focus to expropriation, nevertheless by the end of 2007 only
one expropriation had actually been carried out, at Pniel in the Northern Cape
(Lahiff, 2008).

Figure 4: Restitution claims settled (and projected), 1994 - 2008

90 000 T e Tarcer

. —$-  Settled 79 696
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1994 ¢
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1997
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1999 —+

Source: Department of Land Affairs, 2006loy Annual Report to the Select Committee on Land & Environmental

Affairs, 6 November 2007. PowerFPoint presentation.

On the 17" of June 2009, the new minister of Rural Development and Land
Reform, Mr Gugile Nkwinti, reported to parliament that the commission on
restitution of land rights is left with approximately 4 296 complex rural claims
to settle’. This means that almost 95 per cent of restitution claims have now
been settled. The minister further stated that four of the regional offices intend
to finalise their claims by the end of the 2009/10 financial year. These are the
Gauteng office (3 claims); Free State office (22 claims); Northern Cape (164
claims) and the Western Cape (573 claims).

"* Budget Vote 27, Speech of Minister for Rural Development and Land Reform, Mr G Nkwinti,
Parliament of the Republic of South Africa, 17 June 2009 (www.info.gov.za).
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1.3.3

wE’”he minister of Rural Developmemt and La nd Reform further uworted to
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Recent reports in the media reported that the coffers of the mmm”ssion on
restitution of land rights have dried up (Business Day, 2009). This resulted in
the placing of a moratorium'® on buying land under claim until ’H%WW is money
available to do so. The commission on restitution of land rights quuested
R 5,3 billion for 2009/1% %ﬁ?‘?‘% the Natlonat Tru hich would mo

9 billion. The §§§f§§§§g§ion has spent R 20,3 billion since 1995 tfo
er cent of the restitution claims.

The National Treasury and researchers, however, argued that the case the
commission on restitution of land rights presented to parliament for
R 65,3 billion, to wrap up its work was not convincing (Business Day, 2009).

Redistribution Policies

6 to 2000 land redistribution policy ¢

Land Acquisition Grant (SLAG). Th
R16 000 and households with an income of less than R 1 500 per month
qualified for it. This grant generally targeted the poorest of the poor, it was,
however, criticised for ‘dumping’ large groups on commercial farms without
skills and other support services to make projects viable (Lahiff, 2008).

LAG was replaced by a programme

griculture but %% claimed to cate
8). LRAD was different to SLAG in the

=
fad
=

er groups a

ff, 2 that it paid grant
individuals rather than to households. Beneficiaries could access the grant
through a slidi ding scale from R 20 000 to R100 000. Beneficiaries had to make
a contribution in cash or kind, and the minimum contribution was R 5 000,
which could be made in the form of a labour contribution and with this a grant
{ could be obtained. LRAD therefore made it possible for s
ps to buy commercial farms,

asrm
o 3 B L

,49”

/ tional land summit of 2005 there were for radical changes in
and reform pohcy (Lahiff, 2008). President | state of the nation
address in 2006 also focused on the fact that the state would play ‘a more
central role in the land reform programme’.

Republic of South Africa, 17 June 2009 (wwv

ension of an ongoing activity,
e State of the Mation Address of the President of South Africa, Thabo Mbeki: Joint Sitting of
Parliament, 3 February 2006 (www.info.gov.za).



The minister of Agriculture a ud L.and Affatrs Ms Thoko Didiza
Vote speech in March 2006" also ecl s sentiment (Lat
could be seen as an intervention by * '
the ‘willing seller, willing buyer apj
South African Land policy in 1997,

in her Budget
2008). This
mings of
Faper on

*fopted in thH

The Proactive Land Acquisition Strategy (PLAS) policy was adopted in 20086.
This policy centred on the state becoming the ‘willing buyer of land for
redistribution. Through this g::»mﬁ"my the state acquired land directly from the
owners rather than the beneficiaries through the LRAD grant system. This
tand could then be leased for three
have an option to purchase the land
the state determined which benefici
also the process the state use to sele ) . Th
period is also a concern because mgnculture is a long-term industry and there

will be a small amount of farmers who will be able to purchase the land after a
three or five year period.

ars, where after the lessee could
mment. It is

By the end of 2007 the government had a new approa ach to land redlstﬂr bution.
This initiative was set to be co-ordinated by [ of A i

Land Affairs with representatives fro

the Department of Land Affairs. It v I

called the Land and Agrarian Reform Project ;LARP) The aim was to delxver

five million hectares of land by 2009 to 10 000 new agricultural producers.

The Land and Agrarian Reform Project (LARP) provides a new framework for
delivery and collaboration on land reform and agricultural support fo
accelerate the rate and sustainability of transformation through aligned and
joint action by all involved stakeholders. if creafes a deli digm for
agricultural and other support service upon the conc e —Stop
Shop’ service centres located close to farming and rural ber ies (MoA
2008: 7).
The concept document of LARP outlined the following objectives for it;

» To distribute 5 million hectares of white-owned agricultural land to

10 000 new agricultural producers;

» To increase the number of black entrepreneurs in the agribusiness
industry by 10 per cent,
To provide universal access
target groups;
To increase agricultural pro;:'
LETSEMA-ILIMA Campalgn %, and
To increase agricultural t mde by 10 to 15 per cent for the target
groups.

A2

v

"7 Budget Vote 25, Speech of Minister for Agrlculture and Land Affairs, Ms Thoko Didiza, at the
»atlonai Assembly, 28 March 2006 (www.info

Letsemas’!txma means working together to
ethos of Letsema/llima emanates from the fact
communities and individuals, land in tribal hane at has been unde ¢ decades,
iz now lving fallow or underutilised. This campaig are serve 10 encol paople to use
land productively during the current and coming planting seasons (Strategic Plan DoA 2007)

ves from the oppr
of land that h ed over to
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1.3.4

In 2008 the minister of Agriculture increased the minimum LRAD grant for
qualifying applicants from R 20 000 per individual to R 111 125 and the
maximum grant from R 100 000 to R 430 085 per qualifying individual
(DLA, 2008).

Farm worker groups have also used the LRAD grant to buy equity shares in
existing farming enterprises. This particularly occurred in the Western Cape
where land is very expensive (Lahiff, 2008). The share-equity schemes have
been described as more successful but it has also been criticised for
perpetuating unequal relations between white owner managers and black
worker shareholders, and for providing little by means of material benefits to
workers (Mayson 2003, Kleinbooi et al. 2006).

Recent reports in the media stated that the minister for Rural Development
and Land Reform has pulled the plug on farm equity schemes (Business Day,
2009). Analyst's thoughts on this are that the share-equity schemes are
politically unpalatable as they do not lead to immediate land transfers to black
workers.

The minister of Agriculture, Forestry and Fisheries, Tina Joemat-Pettersson,
said “government could not go on to buy shares for black people in white
farms, as this will not help them to achieve the 30 per cent target by 2014”
(Financial Maiil, 2009). The government is encouraging a joint venture equity
model, where the state would make funds available to buy the equity for the
black farmer, and the white farmer will have the minority share but with a
contract that is underscored by an exit strategy after 10 to 15 years after
technology and information transfer has taken place (Financial Mail, 2009).

The minister further added that the land would be held in a trust and it would
be managed by the Industrial Development Corporation (IDC). There should
also be a contract with the new entrant farmers where they would need to
show that they are motivated and committed to make a success of the
venture. They need to understand from the beginning that they need to show
that they deserve to have full ownership of the farm.

Post Settlement support to new entrant farmers

To address post settlement support to new entrant farmer's, government
intfroduced two programmes in 2004. It was the first time that capital budgets
were earmarked for post-settlement support. The Comprehensive Agricultural
Support Programme (CASP) which is a grant for development of infrastructure
(Lahiff, 2008). The other one is called the Micro-Agricultural Finance Schemes
of South Africa (MAFISA), which is a state scheme to provide micro and retail
financial services, in the form of small loans (Lahiff, 2008). In spite of this
development, many projects may or may not receive support and this means
that the economic climate for small scale emerging farmers is very hostile
(Hall, 2007).

Hall (2007) states that post-transfer support to the beneficiaries of land reform
projects have been identified as a critical gap in land reform by two official
reviews and three official Quality of Life surveys (Turner 1997; May &
Roberts, 2000, quoted in Hall 2007, p.108).
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The slow pace of land reform

W

ice of land reform that is reported
of land reform in South Africa. Ti

( since land reform in any country is
process (CDE, 2005).

[y

Land redistribution is happening far too slow to achieve the target set by
qovemment to put 30 per cent of commercial ngncu!tura[ land in the Mgnds of

the last phase s‘:}? ?%géltut ion, to s
v productive commercial land be

ing frozen and let to lie unproducti*
pr target to finish the restitution progr:
met (Lahiff, 2008).

Some new black farmers have also found that their new properties are under
w]axm which highlights the fact that the mstltutlon prmm ] wrmeeds in

i

v from the land redistri éaﬁzson policy (C o

and reform projects that have included large number
failed (CDE, 2008). The amount of new wollmes and programmes that
government introduced over the last couple of years to address land
redistribution indicates to me that government don’t know how to effectively
mddress the issue of land reform. On the other hand this could also be seen
yositive progression on government’s thinki ut fand reform. Th
huge goals and targets without syste
to achieve these goals. One see the
an nothing if it cant be implemen
the result that was intended.

it is also unknown if the Department of Rural Development and Land Affairs
and the DAFF have the internal capacity to achieve these high goals set by
government. Most of the officials at land affairs and members at provincial

t that deals with agriculture do not have fifications in agri
little about farming (Evans, 2008, g CDE, 2008, p
nces this causes huge delays in p }é
- example in grape farming if
August/September of a specific year, one stand to lose a full year. New
entrant farmers cannot afford this since vines already takes between three
and five years fo provide a full harvest.

The alignment of services between the old DLA and the UM DoA was also
noted as a failure to provide adequate support {0 benefi 2
( s that there would be better co-ordination
new departments.
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1.5

Emotional Attachment to land

All ethnic groups in South Africa hav
=mportance to land (CDE, 2005). mal very
attached to land and particularly to the land of their ances people
have been structurally excluded from economm"* power since the late 1800's
when the first land dispossessions occurred. This continued throughmm the
20" century with the Land Act of 1913, and various other ‘apartheid’® laws
enacted after 1948 (The Department of Trade and Industry, 2003, p.8).

d great emotit nd political

Africans a

Memories of a once thriving peasant agricuiture that was cruel
white governments, memories of for als, anger to
where subsidised, while black farm possessed i
against and a strong desire by black S fricans to show 1en given
opportunities, land and resources they can make a success of farming,
contributes ﬁzu the emotional elements that plays a role when it comes to the
context of land reform in South Africa (CDE, 2005).

A consequence of the high emotional that land
reform in South Africa is a very s
issue (CDE, 2005). Land reform sho

the utmost should be done to ensur

in South Africa must ensure that it makes r off. \
smd government should also take cogmsancm of the wxpectatlons that i
created by the land reform programme and it should put measures in place m
manage this effectively.

::onducted by CDE (MarkData Om,
2005), showed that a mere 9 per ¢ k
have clear aspirations to become f{ . Only about 1-‘? per
workers that was surveyed had ﬁﬁawlratlons to farm.

The issues that black South Africans wanted to be resolved in South Africa as
a priority were unemployment, urban land and housing issues (CDE, 2005).

The redistribution or restitution of higl cultural
fand to individuals who have no i
product to the market have serious ¢
and the economy of South Africa as a wi

4]

The transfer of land that has taken place from individuals who optimally
utilised the land to individuals who have no intention to farm the land could
lead to a decrease in production and a crisis in food security.

"% A strict system of racial segregation and discrimination formerly practised in the Republic of South
Afric
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1.6

Parker (2008) claims South Africa, became a net importer of food in 2008%°
and we therefore cannot waste farm land that should be used to produce the
crops that we need to feed our citizens.

As mentioned earlier, farming has become more knowledge intensive and
effective management of farms is a necessity if we want to be a net exporter
of food. This will not happen if we transfer land to individuals who have an
emotional attachment to land, but who have no desire to farm the land.

Show me the money

The small budget for land reform (around 1 per cent of the national budget) is
also a worrying factor. National Treasury feels that they cannot allocate more
money to a programme that fails to create viable land reform projects and
there is also a lack of evidence that land reform is making an impact on
decreasing rural poverty (Cousins, 2009). Without money the targets for land
reform that was set by government will never be achieved by 2014.

Given the fact that market related prices need to be paid for land, the budgets
of the land reform programme have to account for the rapidly rising market
prices of land (Hall, 2007). In recent years there have been strong increases
in the budget allocation to land reform. In the 2005/06 budget restitution rose
to R 2,7 billion from R 933 million in the previous year, while the land reform
budget rose from R 474 million to R 770 million. There, however, still remains
doubt that the substantial boost to land reform will not be sufficient to bring the
land reform programme on track (Hall, 2007).

The budgets to deal with land reform have been vastly underestimated and
even the increase in the budgets for land reform will not help to achieve the
targets set by government. There are also serious concerns about the Land
Bank’s capacity to finance land reform projects, because of the fact that the
bank reported a net loss of R 20 million for the 2007/08 financial year
(Business Day, 2008). The administrative authority was transferred from the
minister of Agriculture, Lulu Xingwana, to Finance minister, Trevor Manuel, in
July 2008. Recent reports in the media states that the Land Bank is making a
financial turnaround and that have found new ways to pursue their
development role in agriculture (Business Day, 2009)

Emerging farmers need financial, technical, marketing and business support
systems in place in their businesses. The absence of these systems leads to
serious viability concerns for their businesses.

% www.parapundit.com/archives/005813 html
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Land reform is considered as Black Economic
Empowerment, as required by Black Economic
Empowerment Act, No 53 of 2003 (Lahiff, 2008). A draft Agr;cuttura! Broad
Based Black Economic Charter MgnBEE) was released in July 2004, The
Charter was further modified at the AgriBEE summit in November of 2005,
The Charter was finally launched in April 2008, and some farmers’
organisations complained that they were not properly consu ﬁ;m rm hiff, 2008).
minister Xingwana, reported that the Department of Agrict uw is in the
process of finalising the formation of the AgriBEE Charter Counci it

The Charter was developed as a Transformation Charter for the agricultural
sector in terms of Section 12 of the Act®. The Charter reiterates the target of
30 per cent of agricultural land to black § ns by 2014, “Targets
contained in the Indicative AgriQ based on those
contained in the final version of Pha Good Practice and
those contained in the draft Phase i C ber 2005 as well as
on stakeholder inputs, comments ns (Transformation
Charter for Agriculture, 2008)”. It sh argets contained in

Phase lI of the Codes are subject to a public commentary
process. In this case, the AgriBEE targets with those
contained in the final version of Pi i Codes, except where
justification for deviation can be adequately prowded (Transformation Charter

for Agriculture, 2008).

<
=

Table 3: Indicative AgriQSE Scorecard

Element SE Scorecard Draft Phasge 2
Walghting Scorecard
Weighting
Ownership 20 points 20 points
Management control 20 points ; 10 poinis
Employment sguity 20 points i1l poinis
Skills Development 20 points 20 points
FPreferential procursment 20 points
Entsrprise development 20 points 1G poinis
Residual 20 points 10 points

2 AgriBEE Charter Council will report to the Black Economic Empowerment Advisory Gouncil,
appointed in terms of the Act and the Minister of Trade and Industry on progress made by the
Sector in terms of the AgriBEE Charter.
*This means that it is a clear statement of intent and commits all stakeholders to
trensformatlon of the sector,
Ag? cultural C‘rualrfymg Small E‘”nterprrse S:::’::::?d by nature of having fotal revenue of




The targets that are mentioned above apply throughout the value chain and
not only on the producer level, in other words it include value adding and
processing industries that you find in secondary agriculture (Lahiff, 2008). The
‘Charter is effectively an Agribusiness Charter, because the BEE focus to
deracialise demographics in shareholding, management and procurement is
relevant to your larger farms and other Agribusiness enterprises (Lahiff,
2008).

It is unclear how the majority of land owners will be influenced by the charter
and also how it will be to the benefit of farm workers and emerging producers
(Lahiff, 2008).

It still has to be seen whether the charter will achieve its desired outcome.
Companies should have a genuine motivation when they do empowerment
initiatives. When you force somebody to do something that they do not believe
in but which they need to do just because of legislation, they will always look
for loopholes that could help them to get away by doing the absolute
minimum.

An Enterprise's indicative BEE status will determine the proportional indicative
BEE procurement recognition level that the Enterprise will enjoy as a supplier
to other entities applying the AgriBEE Charter (Transformation Charter for
Agriculture, 2008).

Table 4: BEE Status and BEE procurement recognition level

BEE Status Qualification BEE procurement
recognition level

Level One Contributor z100 points on the AgriBEE/ 136%
AgriQSE Scorecard

Level Two Contributor 285 but <100 points on the 125%
AgriBEE/ AgriQSE Scorecard

Level Three Contributor | 275 but <85 on the AgriBEE/ 110%
AgriQSE Scorecard

Level Four Contributor | 265 but <75 on the AgriBEE/ 100%
AgriQSE Scorecard

Level Five Contributor 255 but <65 on the AgriBEE/ 80%
AgriQSE Scorecard

Level Six Contributor 245 but <55 on the AgriBEE/ 60%
AgriQSE Scorecard

Level Seven Contributor | 240 but <45 on the AgriBEE/ 50%
AgriQSE Scorecard

Level Eight Contributor | 230 but <40 on the AgriBEE/ 10%
AgriQSE Scorecard

Non Compliant <30 on the AgriBEE/ AgriQSE 0%

Contributor Scorecard
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1.8
1.8.1

1.8.2

The South African Wine Industry

A glance at the South African Wine Industry

Over 90 per cent of South Africa’'s wine grapes are grown in the Western
Cape and the rest in the Northern Cape and Free State. In 2003 it was
estimated by Conningarth Economist that the South African Wine Industry
contributes R 16, 3 billion to South Africa’s gross domestic product (GDP)
(Conningarth Economists, 2004). It was estimated that this translates to 1, 5
per cent of the country’s gross domestic product and 8,2 per cent of the gross
geographical product of the Western Cape (Conningarth Economists, 2004).

it is estimated that there are 256 000 individuals employed in the South
African Wine Industry. Most permanent farm worker families are Coloureds
and there are a high proportion of African men and women among seasonal
and casual workers (Williams, 2005).

According to the latest statistics (2009) by the South African Wine Industry
Information and Systems (SAWIS), South Africa’s area under wine grapes
was 101 325 Hectares in 2008. There were 3 839 wine grape producers and
58 producer cellars, 504 private wine cellars and 23 producing wholesalers
that harvest grapes. Producer cellars crush more 80 per cent of the total
harvest and sold most of their wine to wholesalers and exporters.

In 2008, 1 425 612 tons of grapes were crushed, which produced 1 089, 0
million litres of wine, brandy and grape juice concentrate. South Africa
produces 3,6 per cent of the world’s wine and is the world’s 7" largest wine
producer. Consumption per capita is 7,5 litres per person and with this
consumption per capita it is ranked, 30" in the world, with France at the
number one spot with 53,9 litres per person.

South Africa exported 411, 8 million litres of natural wine, fortified wine and
sparkling wine in 2008. From 1998 to 2008 exports of natural wine, fortified
wine and sparkling wine increased by 250,8 per cent. The main markets for
South African wine include the UK, Germany, Netherlands and Sweden. In
recent years there has been a significant increase of bulk wine exports to
Angola.

External support for BEE in the South African Wine Industry

After 1994 the South African Wine Industry like many other industries went
through a period of transformation. Transformation has to do with creating
equal opportunities for all and the promise of shared growth and development
for all South Africans in the long-term. Two significant events during the
1990’s fundamentally changed the operating conditions of the South African
Wine Industry (Spies, 2002):

» The scrapping of stabilising production, surplus and price controls, and

» Election of South Africa’s first democratic government in 1994.
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The minister of Agriculture and Land affairs, Derik Hanukah, allowed the
Kodperatieve Wijnbouwers Vereniging (KWV) to convert itself from a co-
operative to a company on 9 September 1997 (Williams, 2005). With this the
KWV initially agreed to provide R477 million over ten years, which was
modified to R369 million to fund a South African Wine Industry Trust (SAWIT).
The South African Wine Industry Trust (SAWIT) was established in 1999 to
advance the transformation of the South African Wine Industry and promote
South African wine and spirit exports.

SAWIT was divided into two non-profit (Section 21) companies: BUSCO
(Wine Industry Business Support Committee) and DEVCO (Wine Industry
Development Company). BUSCO was allocated 54.56 per cent of the Trust's
income and its focus was on research, development and technology transfer
in the South African Wine Industry as well as generic export marketing.
DEVCO received 45.44 per cent of the Trust's income and its focus was on
three aims:

» The establishment of new farmers in the South African Wine Industry
from previously disadvantaged groups

» The support and upliftment of farm workers in the South African Wine
Industry and their communities

» Assistance with the marketing of wine products and access to
extension services for new wine grower entrants

A wine education fund gave bursaries to black South Africans to study
viticulture and oenology and wine business management (Williams, 2005).

“The proposals for a formal representative structure for the South African
Wine Industry were unanimously accepted at a meeting of all stakeholders in
the industry — probably the widest possible representation ever rallied to
discuss industry business” (WineLand magazine, 2002).

The South African Wine and Brandy Company (SAWB) were established in
2002 to drive the ‘Vision 2020 Strategic Programme?* to create an
‘entrepreneurial and innovative industry’ which is ‘market- rather than
production driven’ (Winetech, 2002).

The SAWB represented the total South African Wine Industry, and its board
was made up of representatives from four chambers, wine producers, cellars,
labour and trade. The core task of the SAWB was to establish strategic
collaboration and leadership in the South African Wine Industry.

The SAWB had to co-ordinate, drive and monitor the implementation of the
Wine Industry Plan (WIP). The WIP was drafted by the SAWB at the request
of the DoA in December 2002 (SAWB, 2002).

All major groupings in the South African Wine Industry helped to formulate the
WIP in an inclusive consultative process.

# Strategic process to focus on designs for the future prosperity and global competitiveness of the wine
industry. The aim of Vision 2020 was to design specific and detailed strategies for three wine industry
sectors, being wine, brandy and wine distillates, and other grape based products.

31



The plan had six strategic elements: Economic empowerment and
development; social upliftment; technological innovation and transfer; market
development and promotion; industry knowledge and intelligence; and Human
resources development.

The SAWB's Strategic Plan for the South African Wine Industry, WIP was
adopted in 2003 and it realigned Vision 2020 with government’s Agriculture
Strategy Plan and its Black Economic Empowerment (BEE) Strategy
(Williams, 2005). SAWIT and the SAWB signed a “Memorandum of
Cooperation” to collaborate on four major strategic areas: generic export
promotion and market development; technology innovation and transfer;
human resources development and training; and Black Economic
Empowerment (SAWB, 2002). This led to the SAWIT Black Economic
Empowerment Conference in October 2003, and the WIP was approved by
the minister of Agriculture, Thoko Didiza (Williams, 2005).

Figure 5: The Structure of the SAWB

Three business units, the Wine Industry Network of Expertise and Technology
(Winetech), Wines of South Africa (WOSA) and the South African Wine
Industry Information and Systems (SAWIS) were fully functional to implement
the WIP. The Social and Economic Development (SED) and Human
Resources Development and Training (HRDT) units still needed to be
established to implement the WIP. The latter two units never operated.

In 2005 the minister of Agriculture and Land Affairs, Thoko Didiza, requested
the SAWB to reconsider its structure to establish a fully representative body to
“determine and drive the strategic agenda of the industry and align it with the
relevant national goals and priorities” (The South African Wine Industry
Strategy Plan, 2007).
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1.8.3

After the restructuring process the SAWB was replaced by the South African
Wine Industry Council (SAWIC) on 30 June 2006. SAWIC had wine grape
producers, wine cellars, trade, labour, emerging agriculture and civil society
as constituency members (Agri-Africa Consultants, 2008). This was a much
broader representation than that of the SAWB. VinPro, SALBA, WCSA,
BAWSI/RUDNET, NAFU, Labour, SAWIS, Winetech, WIDA®® and WOSA
became members of the Council and fully represented all aspects of the
South African Wine Industry.

SAWIC's Board accepted overall strategic responsibility and accountability for
the WIP and the core strategies would be implemented through the functional
business units of the Council:
» Socio-economic development programmes through the activities of
WIDA,;
» Technology innovation and transfer through the wine industry network
of Winetech
» Market development and promotion through the activities of WOSA,
and
» Knowledge and Intelligence systems through the activities of SAWIS

Figure 6: The organisational structure of SAWIC

Wine tndustry Advisory ey Wine Industry Council.
Forum - Boawd of Direclors
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MEMBERS: EXECUTIVE OFFICE Independent Chair
All nterested Coordination Trade / Wholesale
stakeholders and role- wine Charter Desk Producers
players, SAWIT, Trade Policy . Labour
NAMC Government, Statulory levies Cellars
etc Emerging Agncullure
Crvt Society
Chairs of Business Units
SAWIS, WIDA, Winetech, WOSA,|

f

[ [ | I

Winetach WOSA SAWIS WIDA
R&D Technology Generk Market Informabion and Economic Developrent
Transfer Development Inteitigence Systems Suacial Programme
Doimestic & Export Human Resources & Training
Wine tounsm Programme
Industnal Relationships

The South African Wine Industry Transformation Charter

In 2004 a Wine Charter Steering Committee was establish from all interested
stakeholder groups to draft a South African Wine Industry Transformation
Charter?®. The Charter's purpose was to transform the South African Wine
Industry in the context of the governments BEE policy framework and the
Codes of Good Practice and Scorecard as well as other relevant initiatives
such as the AgriBEE Charter and the Liquor Brand Owners’ and
Manufacturers’ Charter.

** New Business Unit set-up to drive economic and social development programmes in the SA wine
industry.

% The Wine Industry Charter, which was approved by the South African Wine Industry Council on 30
July 2007, provides a clear statement of intent and commits all the role-players to the transformation
and renewal of the industry.
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1.8.4

The South African Wine Industry Transformation Charter was accepted by the
industry through the Board of SAWIC on 31 July 2007. The document was
sent to the minister of Trade and Industry, Mr Mandisi Mpahlwa, to grant a
Section12 status to the Wine Charter.

The insert below is taken from SAWIC's: The Wine Industry Transformation
Document 2007.

Variations from the Codes of Good Practice

The Wine Industry Charter conforms fto the principles and fulfils the
requirements of the Codes of Good Practice on Black Economic
Empowerment, as published in the Government Gazette of 9 February 2007.
To this end, this Charter adopts the generic scorecard without amendment for
enterprises with a turnover of more than R35million.

The Codes state that sector codes “may deviate from Targets and Weightings
used in the Codes only where those deviations are justifiable based on sound
economic principles, sectoral characteristics or empirical research. The
proposed Sector Code may introduce a new additional Element for
measurement” on the same basis. Bearing this in mind, this Charter proposes
several industry-specific adjustments to the QSE scorecard. These deviations
aim to facilitate BEE in the wine industry by taking account of its unique
history and conditions.

The Charter:

Encourages and provides incentives for voluntary participation by exempted
microenterprises.

Includes land reform in the ownership, enterprise development and skills
development elements.

Redefines the socio-economic development element as the rural development
and poverty alleviation element, and stipulates a set of indicators in the
measurement matrix, taking into account the characteristics of the industry.
Apart from these deviations to the QSE Scorecard — all of which meet the
tests of sound economic principles and taking account of industry
characteristics — the Wine Industry Scorecard follows the Codes as published
by government, including the definitions and all other provisions contained
therein.

Collapse of the external supporting structure

SALBA, VinPro and WCSA which was responsible for funding SAWIC,
resigned as members and directors in April 2008 and with this withdrew their
cash contributions to SAWIC?. They felt that the sudden resignation of
SAWIC’s chairperson, coinciding with the expiry of employment of the CEO
and two staff members would seriously affect the operations of SAWIC and
their Advisory Forum.

7 . . . . .
7 www.winenews.co.za “Media Release Wine Council Stakeholders resign”
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1.8.5

The three organisations felt with government’s acknowledgement of the South
African Wine Industry Charter as a sub-charter of the AgriBEE Charter there
was no further need for the co-ordinating role of SAWIC in this regards. It was
further concluded that SAWIC did not deliver in two other main objectives:

« To act as spokes body on behalf of the South African Wine Industry
with government.

« To provide a forum for communication between the stakeholders in the
industry.

SAWIT developed cash flow problems in 2007, due to a loan of R 135 million
that they made to empowerment group Phetogo Investment to buy a 25,1 per
cent stake in KWV in June 2004 (Williams, 2005). SAWIT amended their trust
deeds to stipulate that 80 per cent of its funding would be geared towards
BEE transactions (Mail & Guardian, 28 July 2004, quoted in Williams, 2005). It
was reported that the share of BUSCO was reduced to 40 per cent and that of
DEVCO was increased to 60 per cent (Die Burger, 2004, Business Day, 2004,
quoted in Williams 2005).

In the middie of 2007, SAWIT stopped all financing to beneficiaries. SAWIT
was in a process to refinance the loan it made to Phetogo Investments for
nearly two years and this seriously influenced the cash flow position of
SAWIT. An investigation into SAWIT by the National Agricultural Marketing
Council (NAMC) made a recommendation to the minister of Agriculture and
Land Affairs, Lulu Xingwana, that the Trust had to be closed because it was
not seen as a system to address the transformation challenges in the South
African Wine Industry. It was recommended that a new structure should be
established to address transformation issues in the South African Wine
Industry.

The following notice appear on the website (See www.sawit.co.za) of SAWIT.
SAWIT is no longer accepting new funding applications at this juncture due to
a refinancing process underway and other commitments. The public will be
notified once the refinance process has been completed and should funding
become available again.

The CEO of SAWIT was subpoena to appear before the parliamentary finance
watchdog body- ‘Standing Committee of Public Accounts’ (SCOPA) in the
middle of 2008 to report on the financial statements of SAWIT.

The collapse of SAWIC together with the financial difficulties of SAWIT poses
series concerns for the internal environment of Black Economic
Empowerment in the South African Wine Industry.

LLand Reform in the South African Wine Industry

In the South African Wine Industry it is extremely difficult to implement land
reform (Williams, 2005). Williams in his study about Black Economic
Empowerment in the South African Wine Industry finds that Agricultural land
that are suitable for grape/wine growing comes at a very high price.
Establishing vineyards demands high investments and it takes between three
and five years before a full harvest are produced from newly planted vines.
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This place extreme pressure on Iand reform projects because ﬂf"WWW

empowerment beneficiaries do not hav cial reserves to su
period.
After three or five years it's the first time that money enters the system, before

then everything else is an expense. Gert van Wyk (2008), WrnPro agncuﬂ’tumﬂ
economists states that the break-even point of many primary producers in the
South African Wine Industry occurs after 9 to 12 years, depending on the size
of the land, the costing structure, grape prices, production, product mix etc.

Most of the current white commercial
erit or bought wine farms with mo
filliams, 2005). Williams highlights
the income that one generates from producing “rapes is very i o
your interest repayment if you purchased the property with loan finance. This
factor can seriously drive the failure of many land reform projects.

The illusion from individuals, outside of the industry is that you can make a
quick fortune in the South African Wine Industw This, however, is nwﬁ WW
and new farmers quickly realise this when they are in the wine busines

Land reform projects in the South Afri Industry takes on
especially because land is so expe lliams, 2005).
mmdwﬁ% have their own pros and cons but this is Mwwmm the scope w"f this
study as | am looking specifically at land reform in total, in other words it cuts
across all types of models.

Th@ LRAD grant system of gwwwmment is not helping either because you
(i ms, 2005). This is known

g,nt a crowd” syndrome and it is
projects in the South African Wine
projects to fail, because it leads to i
beneficiaries.

The VinPro/Nedcor Foundation study (2004) found that increasing the
beneficiary numbers is not a sustainable practice. This is due to the fact that

the expected income per beneficiary becomes too small and it is therefore not
making a meaningful difference in the lives of beneficiaries.

Following orders

At the ‘SAWIT Black Economic Empowerment Conference’ it was stated that
less than 1 per cent of the South African Wine Industry was in black hands
(Williams, 2005).

The South African Wine Industry Tra
broad-based change and developme

deracialised industry and a non racial n the 21% centt
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The BEE Challenges in the South African Wine Industry as outlined in the
;:::uth African Wine Industry Transfor n Charter booklet, Se ber 2007

=
B
w2

A highly skew ownership regime

A history of problematic labour relations

The current realities of farm evictions

Economically viable and market driven Bt

market forces

« The importance of becoming integrated into the value chain for global

competitiveness.

¢ The need to support human Social Capital devel

i n and capital,

& 8 @ @

in process of adapting to

yment and to

e South
AfH an Wine Industry were mwrfmmmg very fow level tasks and they thwrwafmm
had low ski M levels. These low level tasks included pruning vineyards, and

doing general cellar work. Farm workers were told what to do but never W?W
they should do it. In other words they simply followed orders, they were never

involved in any management decisions and therefore never saw the bigger
picture.

Transformation initiatives in the Soutl n Wine Industry have not been
able to create viable black businesses because of individuals who do not have

good education and proper skills. It was found that vineyard workers in two
wine regions (Paarl and Robertson) had a very low standard of education and
a very high degree of illiteracy (Ewert & Muller, 2006). The study found that 25
per cent of all the workers that was nterwewed could not read or write and the

average standard of schooling was ¢ Ewert and Muller ) argue

that many of the vineyard workers wil very difficult to a cognitive
skills if they can’t read or write (Ewert & Muller, 2006).

Ewert and Muller (2008) argues that d workers require new cognitive

and practical skills if the South African Wme Industry wants to mww% the
challenges in the market. | also feel that we need to look at business skills
since these farm workers are the new managers of land reform projects.

The above is very concerning since th
are the beneficiaries of empowerme
industry. This is not just the case in t
also the case in many other agricultur
businesses in South Africa suffer th
agricultural sector.

“* Wine grape producers that sell their grapes to cooperatives or the wholesalers.
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1.8.7

1.9

According to Cherokee tribal lore?®, there is an ancient formula for success:

¢ Clear intention: Individuals must know what their purpose is and persist
in its pursuit.

e Skilful means: Individuals must have good methods and be skilled in
their use.

e Affirmation: The tasks of individuals must have integrity, it must not
clash with fundamental values, it needs support from others in the
organization and from the individuals own heart.

Open the door please

After 1994, however, the South African Wine Industry sector was notoriously
difficult to enter for prospective black farm owners because of the high capital
requirements and the industry specific skills that are required (Karaan,
Reynolds, Wiggins, 2004).

Black individuals with access to capital, from outside the South African Wine
Industry, but with no knowledge or skills about wine farming entered the
industry. These individuals quickly realized the capital intensive nature of the
South African Wine Industry. Wine grape vineyards takes between three to
five years to give their full potential harvest and it costs between R100 000
and R140 000 to establish one hectare of a vineyard, and the yearly
maintenance costs run between R15 000 to R 20 000 (Van Wyk, 2008).

It takes approximately 10 years for a primary wine producer to break even.
When taking into account the typical 20 year life cycle of a vineyard it is clear
that an individual would have been far better off if he/she rather invested the
initial capital. (Van Wyk, 2008).

In the South African Wine Industry benchmarking study (2008) requested by
the Western Cape Department of Economic Development & Tourism it was
found that wealthy black entrepreneurs who have resources buy land and
employ individuals with proper skills to manage their business.

The report highlight that having the right skills is an important issue to achieve
a successful operation (Agri-Africa Consultants, 2008).

Conceptual Framework of the Research Study

The study focuses mainly on the internal environment of land reform in the
South African Wine Industry. It deals with empowerment projects in the South
African Wine Industry on primary producer level and my Conceptual
Framework on what it would take to make these projects more successful is
depicted in the diagrams below:

* Scholtes, 1998, The Leader’s Handbook: A Guide to inspiring your people and managing the daily
workflow, McGraw-Hill, New York.
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The motivation of the initiators to start a lanm reform project in the South
African Wine Industry is absolutely cr to set-up a project for success or
for failure.

1) Do it to achieve real empowerment.
2) Do it because it makes business sense.
3) Do it because of financial difficulties and sees Black Economic

€43

Empowerment as a way out.
4) Do it because of legislation.
5) Do it because of political pressure.

Wt

According to the South African Wine industry benchmark y (2008),
each project begins its successful or unsuccessful journey soon after it is
launched.

Mourkogiannis (2006, pp.6-7) in his book about Purpose: The Starting Point of
Great Companies states that Purpose is crucial to a company’s success for
three reasons

> It is the primary source of achie

» |t reveals the ags‘sg?eriyfng dyna
and behaviour in either a community or an organisation

» ltis all successful leaders want to ta!k about - although they do not use
the word itself.

Motivation

In a land reform project where there is a motivation for real empowerment it
drives the formation of a strategic intent for the business. The business sets
goals and objectives it wants to achi er the short L

rm. This will lead to better planni
fective utilisation of resources il
following resources are identified as

» Physical resources like the land (vineyards), water, cellar etc.

»  Financial resources
Human resources

Reputati §§§§§§ resources -—
viticulturist

The effective utilisation of resources will help with the development of skills
and capabilities of the individuals in the project, since they will be able to see
the effect of managing resources effectively. The development of skills and
capabilities will enable individuals to learn to do things better, which will have
a reinforcing effect on the effective utilisation

This effective utilisation of resources
i

the project over time, which inthe end ¢ ad {0 a more
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More viable projects on primary producer level in the South African Wine
Industry will motivate other initiators to start empowerment projects but with a
better understanding of what it would take to make the project viable.

Figure 7: Increasing the viability of empowerment projects

Motivation
S  ofmitiator

. S
Project Strategic
viability Intent
S
S
Level of Effective
utilisation of
resources
Levelof
Competitive R
advantage S
Level of
Development of
skills and
capabilities

When better informed and skilled individuals use resources more effectively
over time it will lead to a cost benefit for the business, since things will be
done more effective. This cost benefit will ensure that the business become
more competitive over time and this will ensure that more resources are used
effectively to attain and even enhance the competitive advantage.

Figure 8: Increasing the competitive advantage of empowerment
projects

Level of Effective

utilisation of
/ FESOUrces
Level of
Competitive 4\

dvanta
acvaniage Cost benefi

\\ Levelof
Development of

skills and
capabilities
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1.10

This leads me to conclude and my Conceptual Framework for this study is
depicted in figure 9 below.

Figure 9: Conceptual Framework for this research project

5 ofinitiator

- Motivation ———..

e R
““““““““

/ S
Project Strategic
viability Intent
S ;
Level of Effective
utilisation of
resources
A &
\ R
Level of b
Competitive LI
advantage S Costbeneft £
. S Levelof
[ — Development of
““““““““““““““““““““““““““““““““““““ ) skills and
B capabilities

Bold leadership and management

There is no doubt that land reform i
zovemment is really struggling to me s with respe

Land redistribution is happening far too slow to achieve the target
government to put 30 per cent of commercial agricultural ﬂmnd int he ‘hands of
black farmers by 2014 (CDE, 2008).

very complex pre

The Director General of the DLA recently stated th 50 per www m'
government land reform projects have failed t

permanently better off. (CDE, 2008).
party state that 70 per cent of land ref

This is really shocking and because land reform is a vital pt Iissu
lend itself to be exploited (CDE, 20085). If goverwmwm sees rural development
as one of five key priorities ‘H‘Wﬂ they should act appropriately and ensure that
there is an enabling environment that ensures rural development takes place
effectively. This mean there should be adequate resources available to make
land reform projects viable in the long-term.

*0 htp:/fwww.polity.org.za/print-version/phosa-admits-anc-mistakes-2009-04-15
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As mentioned earlier land reform is a vital political issue and the amount of
failures that is mentioned above could have negative effects for the entire
agricultural sector of South Africa. The fear of the commercial agricultural
sector is that the country might slip down the slippery Zimbabwe slope. If one
look at what happened to Zimbabwe, a country that was once perceived as
the bread basket of Southern Africa, it makes one wonder if this might happen
to South Africa.

Therefore land reform needs priority attention and top class management
(CDE, 2005). The CDE report (2005) state that land reform should match
policy with capacity and budgetary reality and that it should be formulated in
the context of other government policies.

The current recession of the South African economy has negative effects for
emerging as well as commercial agriculture because there are less
purchasing power in the economy because of job losses and the closure of
companies. This means that farmers sell less product or they have to
decrease prices to sell products. This mean less income for farmers which
could eventually drive farmers to sell their land as they would not be able to
pay the input costs for production as well as loans on their enterprise.

This will cause more failures in empowerment projects and the failure rate
mentioned above will increase even further. There is already a big need to
increase the budgets for the land reform programme which is heavily under
budgeted. The recession makes one wonder if government will provide more
funds for the land reform programme. The National Treasury already feel that
the amount of land reform project failures don'’t justify more funds for the land
reform programme.

This is where we need bold leadership from the DAFF and the Department of
Rural Development and Land Reform to show to the National Treasury that
they can ensure that land reform projects will become more viable and have a
positive impact on reducing poverty if they get more money.

The concern is whether the individuals within these two departments have the
capacity to deliver and ensure that empowerment projects receive the
necessary timeous support and resources that would help them to become
more viable in the long-term. In the past the two departments also operated in
silos and there was no collaboration so one hope with the two new
departments that were established there would be more collaboration to
ensure land reform projects receive the help they so desperately need to
become more viable.

It is therefore clear to me that without bold leadership and management within
the two departments, empowerment projects will continue to fail.
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1.10.1 Knowledge intensive nature of agriculture

The rapid advance that the information revolution is bringing about throughout
the economy and the advances in science and technology are rapidly
transforming the agricultural industry and it is making the industry more
knowledge-intensive®'.

As mentioned earlier the capacity to succeed depends on more than being a
commercial farmer. Farm management becomes a more complex and critical
factor for success because of the knowledge-intensive nature of the
agricultural sector.

Beneficiaries of empowerment projects have mostly been farm workers as
mentioned earlier, the low education levels of farm workers makes it very
difficult to understand how land reform in the South African Wine Industry
which is already a very knowledge intensive industry could be successful.
When you become the owner of a wine farm almost overnight, from just being
an ordinary farm worker, the shift in responsibility and the ability to perform at
a much higher level are just some of the factors that cause many projects to
fail.

The low education levels of the beneficiaries of empowerment projects is a
great concern because these are the individuals who must manage the
empowerment farms so that it become viable businesses.

The individuals who are the beneficiaries of empowerment projects in the
South African Wine Industry are also not very young anymore and it becomes
increasingly difficult to motivate them to learn new things. Younger individuals
are not particularly interested in careers in agriculture and the older
individuals have low level skills and many of them have no formal education
and therefore can’t even read or write properly.

In the South African Wine Industry the management and utilization of
resources plays a critical role to ensure the economic viability of a wine
business in the long-term. New black wine farmers with a relatively low level
of understanding of the wine business do not utilize resources that are
available to them effectively in their businesses. These farmers lack the
capacity to make effective business decisions as to how these resources
should be managed and used to make their businesses viable in the long-
term.

New black wine farmers use resources especially financial resources, for
things that are not helping them to grow their businesses in the long-term.
Business planning lacks here and resources, those that are available as well
as those that are bought, are not utilized optimally to grow their businesses.
The Plan, Do, Check, Act formula has no meaning for these farmers.

*! http://www4.agr.gc.ca/ AAFC-AAC/display-afficher.do?id=1185458213887&lang=eng
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The current ineffective utilization of resources by new blam wine wuducers

tinue, because this will lead to u ble black fa
n the South African Wine Industry. tack wine pro
derstand that if they do not manage ze their resoul
hey might as well never enter the indu he first place.

Marion Brady (1989) states the learning process requires that new information
becomes part of a coherent conceptual structure. These individuals should be
equipped with a sense of joy in learning and they must be prepared to
become autmmmmmm self-directed learners for the rest of their lives

(

ts in the South African Wine have to deal
who do not have proper education ¢ to effectively ¢
businesses. The beneficiaries who prior to 1994 performed ve
ﬁmw tevel jobs in the industry do not have the ‘Cherokee tribal lore defined
previously.

They do not have a s:::En:M,ar 1ntentson therefore they do noﬁ know what thelr
urpose ve the skills and there is n

in the mod%is‘% §“‘§§§“§§§;’ competitive |
the job of the manager is to w
ly improve it (Scholtes, 1998, p.24).

in many industries most managers did not know how to describe, define or
improve a system. The system concept was not part of their education
(Tribus, “not dated”). The concern is that the current pool of individuals who
E:meneflts from BEE in the South African Wine Industry does not have the skills

siable businesses. They don't have any of the new manag it
s let alone the old management co
r exposed to it.

it is clear that land reform is a complex process and the systemic nature of
tand reform needs to be fully understood to achieve better results over time.
All of the above-mentioned factors highlight my concern that land reform
projects in the South African Wine Industry on primary producer level are not
producing viable businesses.

The Concern Behaviour over Time variable is therefore explained by
' ility of land reform projects on primat er level in th
f s > Industry will become more and unviable over ti f
proper leadership and management is absent within these projects. H: is also
clear that bold leadership and management within government departments
that are mandated to support and enhance land reform is needed.
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Figure 10: Lack of leadership and management Behaviour Over Time
graph
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and
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1997 2005 2009
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Figure 10 above highlight the lack of leadership and management that are
present in empowerment projects in the South African Wine Industry. This
leads to a decrease in the viability of empowerment projects in the South
African Wine Industry as depicted in figure 11 below.

Figure 11: Impact of lack of leadership and management on
empowerment project viability Behaviour Over Time graph

&

1 — Nooitgedacht (Bonnievale

Project
Viability

2 — Kweekvlei (Wellington)

3 — New Beginnings (Agter-Paarl)

1997 2005 2000

Time
In Figure 11 above it is clear that the viability of empowerment projects have
decreased over time. When projects starts off they show steady growth in the
beginning but many of them starts to decline when funds dry up and when
there is ineffective management of resources.

1 — Nooitgedacht (Bonnievale): The farm went insolvent and was sold to a
commercial farmer at the beginning of 2008. The total grape yield on this farm
declined from 36,4 to 8,1 tonnes and the 175 beneficiaries demanded regular
dividends, which ultimately lead to the downfall of the enterprise (Van
Schalkwyk, 2008).
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2 - Kweekvlei (Wellington): An m*nwowerment farm that was bought in 2003
by 74 old army members with the help o = nk, was
uidated in January 2009 when there s left to
deliver a crop (Paarl Post, 2009).

3 — New Beginnings (Agter Paarl): Perceived as the first empowerment
project in the South African Wine Industry. The project was initiated by Alan
Nelson, owner of the wine estate Nelson's Creek and 60 farm workers
employed at his farm (Schweitzer, 2008)%. In 2009 the harvest was left on the
vines as there was no buyer for the grapes which means there was no

and if farmers within this environmezs= vant to :reate viable b e
need to have effective leadership and management capabilities. In a project
whww there 's effective Immdmr h“p mnd manage Tmm ‘ﬂ:mm is more effm‘%;"wm

am‘:& asse Mmmnt of mformmlu n, w? mh leads to b%."i”‘.%’::w muﬁm ness demswm% mww
ultimately more effective utilization of resources.

fhis leads to an environment whe
ectively, which leads to a compe
viable farming enterprise. The viable { g enterprise co
the knowledge intensive environment because they continuously innovam and
make use of the new knowledge within the operation.

The concern for me is that many empowerment projects do not have eﬁ@m ive
Iead@mﬁ ip and management capabi htles w1th|n thm ir businesses. Thi

fgguits in a lack of innovation to gai
competitive advantage these empowerm
farming enterprises over time.

*2 How Black farm Workers become Land and Business Owners: Actors, Resources, Contexts and
Outcomes of Black Empowerment Projects in the South African Wine Industry, Erwin Schweitzer
2008
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Figure 12: Lack of leadership and management Causal Loop Diagram
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land i 5 of 5 that ihere are currently only 2,5
per cwm of commercial land in black ha "uds that makes a difference in the
lives of their beneficiaries. This is a shocking Statl‘% ic and shows that in 15
years of democracy very little has been achieved in terms of land reform.
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It has been re reported in the media that the minister iculture and
Land Affairs, Xingwana and her officials are frustrated by failed land
reform projects and that they are unwilling to invest in projects that never
seems to get off the ground (Business Day, 2009). The minister threatened to
reposmm and from beneficiaries who do not farm the land productively. It

geported that the minister seized an « h farm from i restitution
ficiaries w led to fully utilise the fa venture. ninister said
“Those who are not committed to farming must be removed from the allocated
farm and be replaced by those who have a passion for farming, including
agricultural co-operatives.”

i a farmis
e e a very <o itious issue
vans, 2008, qmwd in CDE, 2008, w(%).‘ the edw years of land reform
govermmmm objective was to push numbers without looking for
sustainability.

o
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The recent developments indicate, however, that government aims to invest
and establish more sustainable projects in the future. Nevertheless there is an
overemphasis on the targets that was set by the World Bank for land reform in
1994. The focus has to be more on producing sustainable land reform
projects across industries and sectors. More sustainable land reform projects
in agriculture will motivate those that are sceptical about land reform to join in
and help to make it even more successful.

South Africa needs a land reform strategy that is politically and
developmentally successful (CDE, 2005). The objective of land reform should
be to make beneficiaries better off and it should show that historic wrongs are
being righted at a steady pace (CDE, 2005).

An individual who wants to enter the industry needs to understand how the
industry works. A new entrant should understand the pros and cons of
entering the South African Wine Industry and they should clearly understand
the role that they should play in the system to make the venture viable over
time.

To achieve success in the highly competitive global business world that we
live in today, companies need to be able to adapt to change rapidly.
Companies that want to gain a competitive advantage need to continuously
innovate so that they can stay ahead of the pack. The influx of new
knowledge in most fields makes it very easy to fall behind (Edmondson,
2008). For emerging farmers this is critical because without access to new
knowledge they can easily fall behind and they will never be able to catch-up
with commercial farmers.

South Africa faces a shortage of high level decision making skills and the
country needs managerial and leadership skills to support and sustain
economic growth. The development of employees that can be developed
further is therefore crucial.

Dr. Leonard Bauer (1998) in a study about “Business Management Issues in
Alberta’s Expanding Primary Agricultural Sector® identified four major
management issues:

> People transition issues
New entrants who have little agricultural training may require technical
training

> Business development issues
Owners must be concerned with the economic viability of the
enterprise.
They must think and plan strategically, set and communicate business
goals and be concerned with family and group dynamics

% Bauer, L.1998. Business Management Issues in Alberta’s Expanding Primary Agriculture Sector,
Alberta Agriculture, Food and Rural Development
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» Business Operation issues
Managers must
appropriate business operati
accountable to business owners and man

» Human resource issues
mmwmmp skills and mb”%“w to lead and motiwmw

Bradshaw and Gervais® (1998) identified the following managerial skills that
would be required to operate a viable farm business in the future:

» Negotiating skills and legal awa
» Family and business dynamic skills

» Economic and investment analytical skills

» Employee relationship skills

» People transition management

» Information technology and information management skills
» Communication and leaders hnp skll!s

» Environmental management s
» Food safety management skills
»

Agricultural technology managem

Ey
=
Ped

Howard Brinkman and Lambert®™ (1994) categorized farmers into top, good
and average managers and identified the following eight key actions/skills of
top managers:

Good financial and production management systems

Well-developed marketing skilis

Extensive personal networks th aintained and r

Strong analytical abilities that alic d evaluation of 1

or projects

» Diversification efforts of operations in order to manage risk

» Recognition of opportunities for profit

» Well developed negotiation and interpersonal skills to ensure
favourable agreements and low costs with a number of different
industry players

» Effective management of human resources.

VVVY

it is clear that the managerial skills that was identified to operate le farm
buw iness as well as the skills of &mm managers slots in very well under the four

management categories that was identified by Dr. Leonard Bauer in his 1998
study.

** Bradshaw, G. and P.E. Gervais. 1998. Managem
Year 2005. Alberta Agriculture, Food and Rural Dev

** Howard, Brinkman and Lambert. 1994. Identifying ! g;anagemwm t Differences between Farmers in
Canada. Canadian farm Business Management Council.

nges for Alberta’s Farming Indusiry to the
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> People transition issues
People transition management

wﬁl//f

1ess development issues

iating skills and legal awareness
developed negotiation and interpersonal skills to ensure

favourmmm agreements and low costs with a number of different
industry players

Economic and investment analytical skills

Information technology and information management skills

Good Mancxaﬁ and production managemﬁ?“%

Redogm tion of opportunities for profit

> Business Operation issues

Family and business dynamic skills
onmental management skills
safety management skills
ultural technology management skills
developed marketing skills

» Human resource issues
Employee relationship skills
Communication and leadership skills
Effective management of human resources

From the above it is clear that individuals who
ess development and business ope
have good §§§§§§ transition mana
resource management skills if they want to make t
and successful,

g enterprise

The research question that needs to be answered is the following:

ias
aaaaa

, ment capabiliti
vithin empowerment projects on the primary moducer level ir
n Wine Industry?

of Belonging in Communities

New black wine farmers need to be aware that the path to success in the
South African Wine Industry will take time and it will not be an easy road. The
mouth Afncam Wine ﬁmﬂustry is already under i mmense fmmm al wmmsure as
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The importance of understanding what other wine businesses drd anuﬂ the
path that they followed to become succ: has a crucial le or new
black wine producers, because this v
motivation, mindset and capabilities
initiator with the right motivation, mi t and capabﬂ ties w ve more
commitment towards his venture or business to make it successful.
Government can’t buy commercial agricultural land for millions of Rands, for
individuals who do not believe in farming or who do not have a passion for
farming.

n the other hand government need fo be re of the cha'“‘“‘*“ that new
?rant farmers face and should create hem to
operate in so that they can make the ve

o
&S
=¥

The low education level of the beneficiaries of empowerment projects is of
great concern because these are the individuals who must manage the
empowerment farms so that it becomes a viable businesses over-time.

The question therefore is, hhw do you increase the Ieadershw and
SO that they an m }

There needs to be an environment wh
and selected so that they can hmome the fuﬁ: ure B’hmrﬁhrs of wable BE
initiatives.

The answer is to increase the trainability of willing individuals in the South
African Wine hdustfgf bg creating an nt where knowle
between the beneficiaries of empower
regular basis, like in a Community o

sironment where the beneficiaries o

o &

In this environment individuals who have the abilities to become good
managers will stand out and they will be the ones who mu!d be deveﬂhwwﬂ
further through cognitive intervention dJevel
atives. The leaders and managers
ctice will develop a sense of belos
them it will all be about developing
ir own success will matter far les:
(Mintzberg, 2009).

Empowerment project beneficiaries can learn lots of lessons from each other
and this can help to tackle future and current problems more effectively.

% An ac ivity system that includes individuals who are united in action and in the meaning that
action Mq:,ﬂ,:a for them and for the larger collective.
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Through continuous sharing of knowledge and information amongst the
beneficiaries of empowerment projects these environments can be
transformed into communities of experts where leaders and managers can
come together to learn and share new ideas. In collaboration with cognitive
intervention programmes this can create individuals who have the ability to
become self-directed learners for the rest of their lives.

The beneficiaries of empowerment projects, however, have a limited amount
of knowledge and skills when it comes to management and leadership. This is
due to the fact that they have no or very limited exposure to managing a
farming enterprise.

It is therefore concluded that if you want to create a Community of Practice
that continuously builds and exchange knowledge you need to build a
strategic network around the Community of Practice. The network needs to
include individuals who are experts in the field of managing farms or
individuals who are the leaders in their particular field with access to the latest
knowledge that can be of value for the new entrant farmers. This will ensure
that constructive regular discussions and decision making will take place,
which will lead to an inclusive environment where knowledge transfer takes
place.

In this network environment you will find individuals who are experienced in
the four management categaries that were identified by Or. Leonard Bauer in
his 1998 study. This will therefore help the new entrant farmers to gain
knowledge and firsthand experience from those managers who operate viable
companies and who have top management skills to do so.

Kline (1999, quoted in Mintzberg, 2009) state that when people collaborate
they ask questions and listen to each other. There is an establishment of
equality in an easy and appreciative environment. This encourages people to
think for themselves, to tell the truth, and to try out a new way of doing things.

It is in this network environment where you can build the Social Capital of the
new entrant farmers. Social Capital theory states that networking relationships
provide value to actors by allowing them to tap into the resources embedded
in such relationships for their benefit (Bordieu, 1986; Lin, 2001).

Social Capital is defined as the sum of resources, actual or virtual, that accrue
to an individual or an organization as a result of the development of personal
and social networking relationships (Bordieu and Wacquant, 1992; Lin, 2001).

Social Capital therefore leads to an improvement of leadership and
management capabilities and effective Communities of Practice.
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Figure 13: Building leadership and management capabilities of
individuals that manages and leads empowerment projects.

Motivation for real
S empowerment

Level of leadership S
and managementg

Level of strategic
S \ networks
Level of buﬂdu

social capital S

Level of effective
communities of practice

Within the Community of Practice this will lead to the establishment of
disciplined leaders and managers who are better informed and who therefore
can make disciplined decisions and take disciplined action to achieve a
competitive advantage so that the project can become viable.

The leadership that will develop in the Community of Practice will be in the
form of distributed or situational leadership, since in the community there will
be individuals with specific strengths and preferences. You will have leaders
with great economic skills and others with great social skills and some might
even have both. This will strengthen the Community of Practice and will also
ensure that you do not have a dominating leader who could overpower the
Community of Practice with one dimensional thinking and decision-making.

This could therefore lead to a competitive advantage for empowerment
projects, since effective decisions will be made on the economic and social
front, which would lead to more viable empowerment projects in the South
African Wine Industry and motivate others to become involved with land
reform in the South African Wine Industry.
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Wﬂzgure 14 TW&% Causal Loop Diagram mpﬂmms th d to more viable
q j ; for primary

Level of building
Social Capital

Level of creating

Levelof ik

—~— D .
. Jeadership and
\\ ............... . management

Levelof socgi
development § \ ﬁ%
...

‘ifve of effective
— decisionmaking

viability

Passionate leaders and managers

In the research it became clear that projects with
C » farm, showed more potential to b
s where there was no motivation to farm.

"*:sai s who were ir

In the projects where there was real motivation to farm and a desire to make a
success of the farming enterprise it was found that there was effective
leadership and mau mmmment The individuals who managed these land reform
projects had a clear intention, they are farming |n the South African Wlne
Industry because they have a passion for it and believe that the n
a ess of the venture by persisting to d hese leaders ¢
ve the capabilities and skills to ma projects and »
d skills they looked for ways to addres he integrity and
that these individuals brought to the projects "ﬂotivated those around them to
give their best so that the project could become viable over time.

The leadership made effective business decisions that were executed and the
deCISlons were effectively communicated ftm mll the stakeﬂ'mwwm Eﬂweryone

,;t between the parties involved b:e
a clearer understanding of what it w
mazake the business viablse.
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1.14.2

1.14.4

Evaluation and Conclusion

Too little success

The research is relevant because lai
industry has not been able to cre
government for land reform. Succes n p
African Wine Industry are scarce and we need to understaar d what is needed
to create more viable land reform projects in the South African Wine It w?ﬂm.mw_
Effective leadership and management within land reform projects can help to
increase the viability of land reform projects in the South African Wine
Industry on primary producer level. A vast amount of land reform projects in
the South African Wine Industry have leaders and managers who do not know
that they don't know.

Going for gold

With an effective leadership and
decisions are made and implement the communication
with stakeholders has a transparen in the company will
understand where the business is heading and this could lead to greater
company Success.

re in place where

Valuable insight into complexity

The Grounded Theory methodology th the Critical Realism
framework was useful for this study since it helped to gain a better
understanding of the complexity and the dynam ¢ nature of land reform and
what is needed to make land reform more successful over time.

H
=i

Credible data sources
For the purpose of this study individuals who are in some way or the other

involved with Black Economic Empowerment in the South African Wine
Industry were interviewed, following the conversational interview methodology
with a semi-structured mmwmm f%cadem;cs lndlvsduals from empowerment
projects that are deemed successft ul and those that are

unsuccessful were interviewed.

Successful companies are those that
start to operate on their own without
owner producer. Less successful co
operation if they receive owner supp
companies are those that are not oper

g signs that they can
e from the previous
hat will only stay in
Lastly unsuccessful

=EIvTT s
(= 1RS S RRLT A N

Individuals from a successful empowerment project in the fruit industry were
interviewed to see if there are any lessons to learn from them. An individual
who heads empowerment projects for a big wine company in the Northern
Cape, a transformation manager of empowerment projects in the fruit
industry, a virtual wine company manager and a consultant that was
appointed by SAWIT to oversee the setting up of the South African Wine
Industry Transformation Charter were also interviewed.

by
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1.14.5

1.14.6

1.14.7

1.15

Road map

An audit trail was left in this study by documenting every conversational
interview. An Affinity Diagram®’ was constructed of all the lessons learned
during the conversational interview process as well as an Interrelationship
Diagraph (ID)*® to understand the driver and outcome variables.

4D definitions (Sense, Reference, Functional and Operational)*® for the
lessons from the Grounded Theory process were done and a Causal Loop
Diagram (CLD)* shows how the findings were concluded.

Bridging findings into practice

All the lessons that were learned in this study will definitely be applied in a
technology transfer enabling environment project within Winetech, and it
sensitises one to the fact that effective leadership and management plays a
critical role towards the success of a BEE projects.

The research results will be shared with other agricultural industries involved
with land reform and BEE. There will definitely be lessons that they can take
and apply in their sectors.

Morality

In this study an ethical approach towards all the stakeholders was followed
and no human rights were violated. The best amount of care and
consideration was given to the opinions of the stakeholders. The researcher
was sensitive and mindful to the interviewee’s beliefs and thoughts and never
tried to overpower them with other thoughts and beliefs. All the references
that were used in this study are documented in the bibliography.

Conclusion

To ensure that we create more viable land reform projects we need an
effective external supporting environment, which is government and an
internal environment that consists of individuals that has the capability to
effectively lead and manage land reform projects. This mean that there is a
need for bold leadership and management in the external environment as well
as in the internal environment that can work together to achieve more viable
land reform projects.

In this research project the focus was more on the internal environment and
the goal was to find out what it would take to increase the leadership and
management capacity of the beneficiaries in empowerment projects on the
primary producer level in the South African Wine Industry.

37 Gathers large amounts of language data and organises it into groupings based on natural relationships
between each item
3 Tool that graphically shows the logical and often causal relationships between factors.
*? Sense — Concept Qualities / Attributes /Relevance to my purpose
Reference — Instances, examples or parts of the concept
Functional — Why is the concept useful
Operational — How would I use the concept
*0 Shows causal relationships between concepts and variables and how they effect each other
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It was found that there is a need for individuals with a motivation for real
empowerment, individuals who want to farm and who have the motivation to
make a success of the business. These individuals know they lack skills to
manage a business effectively, which means they need to create an
environment or a community where learning could take place. They needed
individuals with knowledge and skills with whom they could interact and ask
questions and listen to and learn from. This would help them to build their
abilities and their knowledge and help them to effectively lead and manage
their business.

For these leaders and managers it is all about building capacity within their
community and it is not about self-enrichment and personal success. It is
about the success of the community. In other words there is a sense of
belonging to the community and they view this community as something much
larger than themselves (Mintzberg, 2009). Everyone therefore in the
community can become a leader and this will give the community distributed
leadership that can have a positive organisational benefit.

With effective leadership and management comes effective decision making,
and within empowerment projects it is effective decisions on the economic
and on the social fronts. Leaders and managers in empowerment projects
who understands this creates a competitive advantage for their businesses
which ultimately leads to more viable projects.
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2.1

Chapter 2: Literature Review

Introduction

The literature review in this research paper takes place on the following three
levels:

Firstly the broader body of knowledge to which this research topic belongs is
explained. Then the concept of Empowerment Theory is discussed followed
by a brief comparison of the Broad Based Black Economic Empowerment
(BBBEE) concept of South Africa with that of the New Economic Policy (NEP)
of Malaysia.

The focus then shifts to leadership and management and why this is important
for empowerment initiatives. The focus shifts to Distributive Leadership theory
and the broader body of knowledge of this concept.

Thirdly the three core concepts that emerged from the Grounded Theory
research process are discussed. The broader body of knowledge on
Communities of Practice, Strategic Networks and Social Capital is
constructed.

Finally a conclusion and illustration of how the research findings fit into the
broader body of knowledge of the topics that was discussed above is outlined.
It is showed that a Community of Practice with a strong strategic network that
increases Social Capital creates a platform where Distributed Leadership
could be developed within a community so that it leads to the overall
empowerment of the community.

This therefore illustrate that the findings that was developed during the study

answers the research question and address the concern and that the
literature supports these findings.
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2.2
2.2.1

Empowerment Theory

The Roots of Empowerment Theory

Within the field of counselling, feminist theorists and multicultural thinkers
were first to discuss empowerment issues (Lee, 1991: Lyddon, 1998, quoted
in Hipilito-Delgado, 2007, pp.327-332). Feminists critiqued the counselling
profession, especially those aspects that oppressed women (Marecek, 2001,
quoted in Hipilito-Delgado, 2007, pp.327-332) and advocated for social justice
and empowerment in counselling (Lyddon, 1998, quoted in Hipilito-Delgado,
2007, pp.327-332).

Empowerment Theory roots come from the educational theory of Paulo Freire
(Hipilito-Delgado & Lee, 2007). Freire, a Brazilian educator dedicated his life
and his teachings to the struggle of aiding oppressed and marginalised
communities to achieve liberation (Demmitt & Oldenski, 1999, quoted in
Hipilito-Delgado, 2007, pp.327-332).

The term “Empowerment” has become very popular in a number of disciplines
like psychology, social work and many other areas that deals with clients or
communities (Passmore, 2000). Empowerment topics appear frequently in
human resource, business and management literature (Erstad, 1997 p.325).
In some instances empowerment is seen as a new buzzword, and more
people are searching to understand the meaning of empowerment and how it
can be used to change their lives (Lord & Hutchinson, 1993, p.5).

it is evident that most theorists have described empowerment in similar terms
(McWhirter, 1991, quoted in Hipilito-Delgado, 2007, pp.327-332), but the
exact definition of empowerment remains vague (Perkins & Zimmerman,
1999). Some theorists have placed the emphasis on the perception of power
(Perkins & Zimmerman, 1995; Moscovitch and Drover, 1981, quoted in
Hipilito-Delgado, 2007, pp.327-332). The Cornell Empowerment group defines
power as the “capacity of some persons and organisations to produce
intended, foreseen and unforeseen effects on others” (Cornell Empowerment
Group, 1989, p.2). Moscovitch & Drover (1981) have pointed out that the
class-dominated nature of society means that a small number of individuals
have great political and economic power, whilst the majority have none.

The ultimate goal of empowerment is the socio-political liberation of
marginalised communities (Carr, 2003 quoted in Hipilito-Delgado & Lee,
2007). According to Perkins and Zimmerman (1995, p.569) “theoretically the
empowerment construct connects mental health to mutual help and the
struggle to create a responsive community”. Perkins and Zimmerman (1995,
p.570) states empowerment “compels us to think in terms of wellness versus
illness, competence versus deficits, and strength versus weaknesses’.
Perkins and Zimmerman (1995, p.570) further states “empowerment-oriented
interventions enhance weliness while they also aim to ameliorate problems,
provide opportunities for participants to develop knowledge and skills, and
engage professionals as collaborators instead of authoritative experts”.
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"’E‘“herefore W:z»wwwwm is all about helping ndlwduals and communities to
I of their own lives so

is consistent with mmmwermené as “an intenti mnai ongomg process «::“entered
in the local community, involving mutual respect, critical reflection, caring and
group participation, through which people lacking an equal share a::uﬁ’ valued
resources gain greater access to aww co ’Wma wver those resources” (Come[i
r lives,

3198?), and in understanding the.. g;sent (Zimmﬂ,f

, Checkoway, 1992).

This is similar to the conception of Wmmeau & Kiely (1996) that
empowerment is based on three aspects: “perception of self-efficacy and
control; acquisition of resources, knowledge and skills; and participation in

»

collective action”.

he work of Freire, it is evident that
s, the pe@g&g% %%%;% (Zlmmer

f;guoted in Hip ilito-Delgado & Lee, 2007). For &ihls study I WH look more mto
empowerment on the personal and community level. At the personal level the
individual is empowered to be effective within his or her community and this
leads to a collective empowerment, where the community is empowered
(Carr, 2003 quoted in Hipilito-Delgado & Lee, 2007).

nt Theory includes processes and out
vities or structures may be empow
these proce sses results in a level of being em ! x f
1995). Empowwmwm processes and outcomes are dlffere w for comm unmes
organizations and individuals, since they can experience di Waamu"ww degrees of
it because of the context and location (Zimmerman, 1993). This distinction is
important to clearly define Empowerment Theory (Zimmerman, W% p. 570)
“%mpowenng processes for individuals might include participation in
rganisations and at the community ;owermg pro
e collective action fo access government and other comn

Empowerment on the organizational level includes processes and structures
that will enhance the participation of members and improve ’Hw achievement
of the organizations goals. On the community level, empowerment is about
improving the quality of life of the community and to have more unity in the
mommumt (Perkins & Zimmerman, 1995). Hipilito-De Lmdu&% ee (2007)
cess of personal empowerment fun imi

elopment process and it entails
nstructs. This includes critical cot
social action (Carr, 2003; Gutierrez,
Melgado & Lee, 2007).

”pment of
58, positive
guoted f
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Critical consciousness — This is defined by Gutierrez (1995) as “awareness of
oppression in society and the socio-political implications that follow from being
oppressed. Hanna et al. (2000, quoted in Hipilito-Delgado & Lee, 2007) states
that “oppressed individuals reject the negative propaganda disseminated by
the dominant society to diminish the perception of inequality in society”.

Positive identity — “"Oppressed people develop an empowering identity that
provides validity to their existence and this inspires them to improve their
socio-political circumstances”.

Social action — This is the most important concept of personal empowerment
(Carr, 2003, quoted in Hipilito-Delgado & Lee, 2007). It is about oppressed
individuals that work to liberate themselves and their communities (Carr;
Gutierrez, 1995; Hanna et al., 2000; Potts, 2003; Zimmerman &
Warschausky, 1998, quoted in Hipilito-Delgado & Lee, 2007). It is therefore
crucial that the oppressed individual should participate in community groups
so that he or she gains greater social and political power to effect change
(Gutierrez, 1995, quoted in Hipilito-Delgado & Lee, 2007).

The steps that are mentioned above are therefore equally applicable to the
community at large. The community could also develop critical
consciousness, a positive identity and social action to achieve empowerment
(Hipilito-Delgado & Lee, 2007).

It is clear from the above that the individual who starts a personal
empowerment process creates a reservoir for community empowerment.

Sadan (1997, pp.137-168) states the community empowerment process
requires the following two resources if it wants to realize:

“Individuals who have come to recognize that they are interested in acting not
only to realize their own personal desires, although still in the framework of
improving their quality of life”.

“External change agent — professionals and others who are involved in a
planned change process and contribute rules and resources to it — meaning,
legitimation and power ~ which support the creation of a community and its
growing ability to influence the environment”.

Keiffer's (1984, quoted in Lord and Hutchinson, 1993, pp.6-7) work on
personal empowerment, labels empowerment as a developmental process,
which is made up of four stages: entry, advancement, incorporation and
commitment.

Entry Stage — Keiffer (1984, quoted in Lord and Hutchinson, 1993, pp.6-7)
refers to this as an act of provocation, where an individual is motivated to
react to a condition that threatens the self or the family.

Advancement stage — Has three major aspects that are important to continue
the empowerment process: “a mentoring relationship; supportive peer
relationship with a collective organisation and the development of a more
critical understanding of social and political relations”.
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Incorporation stage — “The development of a growing political consciousness”.

nt — Application of participatory competence o expanding areas of

b”{tﬂ

ipowerment Theory work to enable individual }
in somety and these individuals should ka to increase their personal
strength and confidence in order to influence the views of their communities.
For them to achieve this self improvement, relies heavily on education and
action.

e8]

In other words individuals who then become
con o see things more clearly and this |
cor vhich therefore can make better info
the empowerment of the community and wi 5
wprovement and motivation. An informed ¢ "wmmumty there%wwm needs to take
action with this knowledge otherwise it will have no positive effect for them.
Here the community can seek to gain allies from the inside and outside who
could help them to achieve their goals

Black Economic Empowerment in South Africa

in 1994 t% adopt %z%*z% Black Ecn ,,,,,, mpowerment
programme to create an inclusive economy that cou!d meet the needs of |ts
entire citizens (Mandla, 2006). The BEE policy became known as Broad
Based Black Economic Empowerment (BBBEE), after the formulation of the
%BBEE Strategy (the dti, 2003) and the BEBBEE Act (Act No 53 of 2003),

ne, 2007).

mmission Report in 2001 first attempt to define BEE and it
efinition (Mbabane, 2007). The Dep: f Trade and In
n 2003 then finalised the official govern policy on BEE,

was a ievss broad definition, whilst it ensured that it was not too narrow
{Mbabane, 2007).

The dti defines BBBEE as: “an integrated and coherem SOCIO- M?onomtc

e

o thed
=
-3 FH

i directly contributes {o the econo transformation of !
rings about significant increases in
own and control the country’s econ
decreases in income inequalities” (the dti, 2003).

=
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This definition of the dti is in line with the concept of Empowerment Theory,

because it firstly talks about an empowerment process (an integrated and

coherent socio-economic process) and an outcome of the process, which is

mat it should increase black— management, ownership and control in the
n economy.

10mic Empowaz%???z%??{ was always going to be
engineering exercise.

j0]

very emotive issue

62



The various approaches to BEE by the South African government was met by
industry with varying degrees of active and passive resistance (Jack, 2007).
However, it is clear that the broad-based approach to BEE seems to be
holding the most promise and that over the medium term it is here to stay
(Jack, 2007). Jack (2007) states that disruptions in the business environment
always represent opportunities and there will be winners and losers”.

Jack (2007) is critical of the forms that BEE has taken especially enrichment.
‘It is absolutely crucial that Black entrepreneurs emerge from the BEE
process and the fact that a number of Black individuals are taking big stakes
in itself is not a problem. It becomes an issue when the same people crop up
over and over again, which is why the codes give extra points to companies
that bring new faces into their ownership schemes”

Jack (2007) points out that the number of BEE deals that was concluded
increased from 101 in 2001 to 221 in 20086, there is, however, no mention how
much of these deals contribute to Broad Based Black Economic
Empowerment or how much is just enriching a few individuals. Jack states
that the view and attitudes to BEE from a perception point of view are slowly
changing but that empowerment has not reached critical mass (Jack, 2007).

Jack (2007) implies that a new level of receptivity and openness is needed on
the part of firms, to new networks and new network members and identifies
this as central to BEE success:

“The biggest pay-off of the third wave [of BEE] is job creation and the
development of basic skills. The key drivers of this black enterprise creation
will tend to be younger people or people who may not have extensive
business or political networks. They will be starting to build those networks
from scratch to open the doors to opportunities...The key to the success of
these new black enterprises lies in the receptivity of existing enterprises to
provide opportunities to the new ones”.

South Africa and Malaysia share a very similar history since the majority of
people were systematically excluded from participating in the political and
economic activities of the country (Mandla, 2006). Malaysia adopted the New
Economic Policy (NEP) an ambitious twenty-year plan from 1971 to 1990, of
which the aim was to redistribute wealth among ethnically diverse groups to
reduce and eventually eradicate poverty (from 49,3 per cent in 1970 to 16,7
per cent in 1990) (Mandla, 2006). In professions like medicine, law and
engineering the number of Bamiputras increased from 6 per cent to 25 per
cent (Branegan, 2003)

Many black political and business leaders in South Africa felt that the success
in the economic empowerment of Malaysia's Bamiputera (“sons of soil") or
ethnic Malay population could provide valuable lessons for South Africa’s BEE
programme.

The NEP programme of Malaysia had two main elements:

“The first was the promotion of full, productive employment of Malays and the
expansion of the supply of skilled Malay labour.

63



2.3

Preferential university admission standards for Malays almost tripled their
enrolment to three-quarters of the total”.

“The second was the gradual redistribution of asset ownership” The economic
growth allowed non-Malays to continue to gain, while the NEP ensured that
the growth was shared by all citizens.

The Bamiputera lacked control over capital, therefore education which helped
with the modernisation of the Malaysian economy, became an important
avenue for achieving equivalence of status with other racial groups (Mandla,
2006).

Hart (1994) state that the reductions in rural poverty in Malaysia were a
consequence of the sheer volume of spending, along with broad-based
production increases in agriculture and in education levels. “The official
estimates in 1987 were that rural poverty among Malays was halved and that
overall poverty has fallen to 17 per cent” (Hart 1994). Hart (1994) state that
the ‘restructuring’ angle of the NEP comprised of a quota system for Malays in
education, employment, government contracts along with measures to
restructure the ownership of corporate equity. The target of owning between
18 and 19 per cent of corporate assets in the late 1980’s was well short of the
targeted 30 per cent (Hart, 1994). This is still a very good increase from the
less than 2 per cent ownership in 1970 (Branegan, 2003).

The redistribution that took place in Malaysia happened within the context of a
rapidly growing economy, but the pattern and pace of economic growth varied
and changed over the course of the NEP (Hart, 1994).

Hart (1994) concluded that the NEP demonstrates that a highly interventionist
state can definitely change the conditions of access to resources and
opportunities along racial/ethnic lines and further reflect on how this was true
for the post 1948 South African experience. Hart 1994 felt that Malaysia
served as a set of lenses that could clarify the possibilities and limits of
transformation in South Africa.

Lessons that South Africa can take from the Malaysian NEP programme is
that the Malaysian government created an environment where ethnic
Malaysian people could gain a better education and this contributed to an
increase in educated human capital, which led to the eradication of poverty in
the country. In other words the Malaysian government invested heavily in
education, which helped to grow the Malaysian economy and therefore
created employment opportunities for the Malaysian people, which led to a
decrease in poverty.

Collective leadership and management

The South African Wine Industry Benchmark report (2008) concluded that
business focused economic transformation is a key driver for success in the
industry. It states specifically that a “successful BEE strategy could enhance
political and social stability and productive resource mobilisation significantly.
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Denton and Viceberghs (2001) state that during ‘apartheid’ black employees
on all levels were foreign to basic business principles and values. Land reform
in the South Afric ican Wine Industry will not create viable businesses if they are
managed by individuals who cannot even properly read or write and do
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In the new highly competitive global business env it that companies in
the South African Wine Industry operate in, it is crucial to understand what
competencies leaders and managers must have to create more viable
businesses.

Accordmg to Scholtes (1998, p.21) the following are the new competencies
that | s and managers must have to create viable businesses.




¢ The ability to think in terms of systems and they must know how to lead
systems.

e The ability to understand the variability of work in planning and problem
solving.

¢ Understanding how we learn, develop, and improve, and leading true
learning and improvement.

e Understanding people and why they behave as they do.

¢ Understanding the interdependence and interactions between systems,
variation, learning, and human behaviour. Knowing how each affects
the others.

¢ Giving vision, meaning, direction, and focus to the organization.

This is a mouthful and a lot of managers in many industries as well as in the
South African Wine Industry do not understand this fully so to explain this to
farm workers with an average education of grade 6 who must manage and
lead empowerment projects becomes a very daunting task. This, however,
shows the extent of the challenge that needs to be overcome to create viable
empowerment projects in the South African Wine Industry.

Better management skills are needed in the South African Wine industry since
it is becoming increasingly competitive and there will be less room for all
business types in terms of their ability to maintain their businesses. Passion
will no longer be enough to operate a profitable business (IJWBR Vol. 20
No.2, 2008 pp 138-152).

Martin (2007, p.3) states that the world is undergoing a fundamental shift in all
sectors and industries and that it affects all of us. Martin (2007, p.3) state
further that leadership will no longer be a solo act. “The concept of leadership
is radically changing and the challenges that leaders are facing go well
beyond their individual capacities, creating demand of interdependent,
boundary-spanning work” (Martin, 2007, p.3).

Complex challenges that arise in the work place because of globalisation
make leaders more reliant on collaborative approaches than ever before
(Martin, 2007, p.5). Leaders identified the following factors that contribute to
the rising complexities and the need for collaboration:

Shifting competition bases — “Disruptive technology or ideas that emerge and
alter the very landscape of a market or industry”.

Increased expectation — “There is more to think about in terms of whose
expectations you need to satisfy and how to go about it”.

Drive for innovation — “Companies know that even if they own a unique
product that no one can touch today, it could be obsolete tomorrow”.
Boundary Spanning resulting from mergers and acquisitions — “It's very
difficult to bring the strengths of both organisations together and keep them
alive in the new entity”.
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Need for reinvention — “Organisations are being forced to make drastic
changes to stay competitive”.

Recent leadership research distinguish between leading as a quality of one
person against leadership as a collective action, which is referred to as
Distributed Leadership. There are, however, few accounts of how Distributed
Leadership is experienced and fewer on how it could be learned and practiced
(Ross et al. 2005, p.130). Much of the research related on Distributed
Leadership is related to schools e.g. the study of Bell et al. (2002, quoted in
Ross et al. 2005, p.131) “identified leadership as important in school success
but leadership was not just a feature of the head-teacher or senior
management: it was distributed among staff and others where it proved to
impact directly on student learning outcomes” (Ross et al. 2005, p.131).

Ross et al. (2005) states “Distributed Leadership can also be considered in
other work situations where people work interdependently, take joint
responsibility for their performance and have a considerable degree of
discretion over how work is carried out”.

Harris (2008, p.173) defines that Distributed Leadership is not the flattening of
the management hierarchy or the delegation of tasks within a hierarchy, it is
also not the bossless team or the leadership substitute approach. Harris
(2008, p173) states “Distributed Leadership Theory recognise that many
people will have the potential to exercise leadership in any organisation but
the key to success will be the way that leadership is facilitated”. The core
assumption is that each member has some leadership abilities that the group
will need at a particular point in time.

The core of Distributed Leadership is about the idea that leadership is not the
preserve of an individual but it is an emerging property rather than a fixed
phenomenon (Spillane, 2006, quoted in Harris, 2008, pp.172-188). This is
where leadership moves beyond the beliefs and actions of a single leader to
leadership as a dynamic organisational entity (Harris, 2008, p.174).

Distributed Leadership Theory

The theoretical roots of Distributed Leadership are planted in the field of
Distributed Cognition and Activity Theory by Spillane (2004) and Gronn (2000)
(quoted in Harris, 2008, pp.172-188). Spillane’s (2004, quoted in Harris, 2008,
pp.172-188 ) work refers to the learning idea as social distribution and the
research of Hutchins (1995). This research states that “cognition is better
understood as a distributed phenomenon across individuals, artefacts and
internal and external representations”.

Spillane et al. (2001, quoted in Harris, 2008, pp.173-175) states that a
Distributive Leadership perspective implies that the social context and the
inter-relationship therein is an integral part of the leadership activity. Activity
Theory and Distributed Cognition underscore how social contexts influences
human interaction and learning (Harris, 2006, quoted in Harris, 2008, pp.172-
188).
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The interdependence of the individual and the environment means that the
human activity is “distributed in the interactive web of actors, artefacts and the
situation” (Spillane et al., 2001, quoted in Harris, 2008, pp.172-188). Ross et
al., (2005) states that “by attempting to show that leadership practice is a
social process concerned with leadership thinking and action, the focus
switches to actions and the performance of tasks whereby leadership is
stretched over people and situations, influence may be exerted to achieve
successful outcomes”.

Gronn (2000) state that in circumstances where work is based on the
performance of interdependent tasks by specialised individuals it relies on
mutuality and reciprocal relationships. This makes “meaningless any
assumption about leadership being embodied in just one individual” (Gronn,
2000, p.331). Gronn (2000) feels that Distributed Leadership is an “emergent
property of a group or a network of interacting individuals, where group
members pool their expertise”. This could lead to improvements since
individuals would work together which could lead to benefits for the
organisation. Certain Organisational benefits have recently been associated
with Distributed Leadership (Gronn, 2002; Burke et al., 2003; Manz and Sims,
1993, quoted in Harris, 2008, pp.172-188). “Distributed Leadership enhances
opportunities for the organisation, because of the capacities and individual
strengths of individuals. This develops a fuller appreciation of
interdependence among organisational members and how one’s behaviour
effects the organisation as a whole” (Harris, 2008, p177).

It has been asserted by some that Distributed Leadership has potential to
increase on the job leadership development experience and increased self-
determination (Harris, 2008, pp.177-178).

Harris (2008, p.178) states that it should not be assumed that Distributive
Leadership is automatically a good thing. Distributed Leadership don't always
serve the greater good (Hargreaves and Fink, 2006, p.102).

They found that sometimes Distributed Leadership is bad leadership and
noted overall that in large scale samples Distributed Leadership may hide
significant variations and discrepancies where it is less useful. There are also
suggestions that informal leadership “dispersion” can negatively affect team
outcomes by contributing to inefficiencies within the team (Harris, 2008,
p.178).

Melnick (1982, quoted in Harris, 2008) found that Distributed Leadership was
one of six “obstacles” for effective team performance in sports, the team had
difficulties with whom the leader is or should be.

Bryk (1999, quoted in Harris, 2008) stated that incoherence could develop in
an organisation because of Distributed Leadership. There might be different
agendas between the leaders to whom leadership has been distributed that
will threaten the coherence of improvement initiatives.
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Spillane’s work in particular Spillane et al., (2004, quoted in Timperley, 2009);
Spillane et al., (2007, quoted in Timperley) gave powerful analytical tools to
examine a distributed perspective on leadership, but Timperley (2009) states
that the empirical base on its effectiveness is weak. Spillane et al., (2007),
describes Distributed Leadership research as “pre-adolescent”, but Timperley
(2009), believe that a more accurate description would be “in infancy”.

Timperley (2009) states that the time has come for Distributed Leadership and
that the idea of Distributed Leadership has gained rapid acceptance in
researcher and professional practitioner communities.

United in Action

Addressing Development

There is a big need to increase the trainability of farm workers by increasing
their cognitive abilities. It will be a time consuming process to produce
effective leaders and managers from the unskilled farm workers, but it is a
process that is needed. To increase the learning potential of individuals with a
low educational background one needs good insights into the concepts of
cognitive and metacognitive development.

Once we understand the cognitive deficiencies that farm workers have, a
clear cognitive intervention programme can be put together to address these
deficiencies.

Professor Reuven Feuerstein (1980) was not convinced that IQ testing
showed the real potential of children that he worked with (Dingle, 2007).
Feuerstein reasoned that the accuracy of IQ testing was limited since it could
not account for the experiences of orphaned children that were integrated into
European society after the Holocaust (Dingle, 2007).

Professor Reuven Feuerstein (1980) developed a cognitive assessment
method which he called the “Learning Potential Assessment Device” (LPAD).
Kozulin (2003) describes LPAD as a “fully operationalised system of cognitive
assessment that focuses on the individuals’ learning potential rather than on
their manifest level of performance.”

Feuerstein successfully developed the techniques and theories for mediation
to enhance the thinking of child-survivors of the Holocaust and he developed
the methodology and techniques that mediators and students could use to
enrich cognitive functions to build efficient habits of thinking (Dingle, 2007).

Professor Reuven Feuerstein (1980) researched cognitive intervention quite
extensively and he developed 14 Instruments which he calls Instrumental
Enrichment (IE), that he uses to modify cognitive deficiencies and therefore
increases the trainability of learners (Feuerstein, et al., 1980; Kozulin, 2000).
The 14 instruments that Feuerstein developed each focus on a particular
aspect of cognitive functioning (Lomofsky and Green, 1990, p.79).
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“The activities avoid traditional academic content; the IE teacher's task is to
encourage and motivate a conscious awareness of cognitive processes and
the possibility of their transfer (bridging) to personal, social and academic
situations” (Lomofsky and Green, 1990, p.79).

Feuerstein believed that everyone's cognitive abilities can be modified and
that this will lead to improve learning. He defines this process as Structural
Cognitive Modifiability (SCM) (Feuerstein et al., 1980).

Addressing the cognitive deficiencies through various cognitive intervention
programmes will help to increase the learning potential of individuals and this
will equip them with the ability to become self-directed learners for the rest of
their lives.

Through sharing world experiences we create an environment where
cognitive development can take place (Tribus, “not dated”). Tribus states the
lessons learned from experience appear in once brain in the form of neural
structures, which are relatively persistent connections among neurons. Where
one human helps another to draw the deeper lessons from experience it is
called Mediated Learning Experience (MLE) (Feuerstein et al., 1980). MLE
describes how one person helps another to interpret their life experiences and
to draw from them rules and principles useful in another time and place and
this can be bridged into other applications in the business
(Tribus, “not dated”).

Feuerstein maintained that many learning problems were because of an
insufficient or an inadequate Mediated Learning Experience (Lomofsky and
Green, 1990, p.79).

“‘SCM theory explores the way in which intelligence develops, while MLE
theory posits that intelligence can be developed within a mediated learning
environment” (Dingle, 2007). In this environment the mediator works with the
learner to develop his/her cognitive functions, which ultimately leads to clearer
thinking and improved learning processes (Dingle, 2007)

Professor Reueven Feuerstein changed the world of learning and the way in
which intelligence is perceived forever by refusing to accept the conventional
limits that is placed on human cognitive potential (Dingle, 2007)

Social Approaches to Learning

One-way in which we can establish an environment where experiences are
shared, could be in a Community of Practice (CoP).

The Community of Practice term was defined by Lave and Wenger (1991) to
describe an activity system that includes individuals who are united in action
and in the meaning that action has for them and for the larger collective
(Ardichvili; Page & Wentling, 2003).

The original research that resulted in the development of Communities of
Practice was based on Situated Learning Theory in which individuals learn
through participation in a shared activity (Lave and Wenger, 1991).
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The literature on Communities of Practice concentrates on describing the
phenomenon and it focus primarily on the cognitive processes of how the
community emerge and operate and the reliance on anecdotal accounts as
the basis for theory development (Bechky, 2003; Carlile, 2002; Lave and
Wenger, 1991; Orr, 1996; Wenger, 1998).

Communities of Practice are not formal structures as departments, they are
informal entities, which exist in the minds of their members, and are glued
together by the connections the members have with each other, and by the
specific shared problems or areas of interest (Ardichvili; Page & Wentling,
2003).

Communities of Practice are efficient tools for knowledge generation and
sharing because of the fact that most of a firm's competitive advantage is
embedded in the intangible, tacit knowledge of its people, and that
competencies do not exist apart from the people who develop them
(Dougerty, 1995). Wenger (1998) states that knowledge generation in a
Community of Practice occur when people participate in problem solving and
share experiences and knowledge to solve the problems.

Nonaka and Takeuchi (1995) stated that members of a Community of Practice
can tap into the memory of the community when they encounter a problem at
work and in this way they can successfully resolve each new challenge and
access relevant knowledge regardless of the time and space and interpret
and apply it due to their shared repertoire.

It was observed that tacit knowledge is embedded in the stories people tell
(Horvath, 1999), and not only new knowledge, but also the skills that are
discursively produced and disseminated in conversations and networking
activities (Arujo, 1998; Brown and Duguid, 1991; Welck and Westley, 1996).

It is clear from the above that the concept of Communities of Practice has the
ability to drive a process of knowledge and information sharing and that the
members of the Community of Practice will determine the success of it.

Ardichvili et al. (2003) states active participation of a substantial part (ideally
all) of the Community of Practice’s members, are essential to ensure the
successful functioning of a knowledge-sharing Community of Practice. Dixon
(2000) argues that a Community of Practice overcome barriers to sharing
information that conventional technology based knowledge management
systems encounter. Reluctance amongst individuals who are asked to write
up information for a database can be overcome when individuals are asked
informally to share information (Dixon, 2000).

Through the knowledge that is shared in the Communities of Practice those
individuals who have greater abilities will stand out and it is them that can be
further developed into competent managers and leaders.

Wenger (1998) provides key differences between Communities of Practice
and business units, teams and networks.
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Wenger states in business units the organization is shaped, in teams they
take care about projects, in networks relationships are formed and in a
Communities of Practice knowledge is developed so that the above-
mentioned tasks can be done (Wenger, 1998).

According to Wenger (1998) Communities of Practice’s fulfii a number of
functions regarding the creation, accumulation and diffusion of knowledge.
Members share and present relevant information; preserve tacit knowledge,
aspects that are not captured by formal systems, which makes it ideal for
initiating new-comers to practice; keeps up with cutting edge new
developments and provide “homes for identity” (Wenger, 1998).

Wenger (1998) states that there are three crucial characteristics that a
Community of Practice must have:

The domain- It is not a group of friends or a network of connections between
people. Communities of Practice must have an identity that is defined by a
shared domain of interest. There should be a commitment to the domain and
a shared competence that distinguish members from other people. Members
should value their collective competence and learn from each other.

The community — “In pursuing their interest in their domain, members engage
in joint activities and discussions, help each other, and share information.
They build relationships that enable them to learn from each other”.

The practice- The Community of Practice members are practitioners that are
not a group of individuals who like the same kinds of movies. “They develop a
shared repertoire of resources: experiences, stories, tools, ways of
addressing recurring problems in other words a shared practice”, and this
takes time and sustained interaction.

Wenger (1998) state that it is the combination of the three elements
mentioned and described above that constitute a Community of Practice.

Wenger et al. (2002) explained that the downside of Communities of Practice
arise from “dysfunctional behaviours in any of the three elements mentioned
above”.

The domain- Overzealous guarding of the domain by community members
may lead to an imperialistic perspective or the loss of ownership over the
domain which may result in the marginalisation of the community by the
organisation.

The community — Too tight bonding of members may lead to egalitarianism,
which may lead to a mediocre performance.

The practice — When members develop a strong sense of competence it may
lead to dogmatism.
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A negative relationship between Communities of Practice and performance do
exist, “inappropriate knowledge sets that preserve the status quo and limit
new insights, resulting in gaps between the knowledge of the firm and
changing market conditions (Levitt and March, 1988; Leonard-Barton, 1992)”.

Wenger (1998) argues that the development of Communities of Practice
ultimately depend on internal leadership. “In order to legitimize the community
as a place for sharing and creating knowledge recognized experts need to be
involved in some way, even if they don't do much of the work” Wenger (1998)
states that Communities of Practice’s do not require a lot of management but
they need leadership.

Potent Networks

Farm workers with no exposure to business principles will not be able to share
knowledge in a Community of Practice about business principles. However, a
Community of Practice can be seen as a place where they can at least share
their problems with one another and start to find ways to address these
problems. Wenger states internal leadership is important to the functioning of
a Community of Practice, the latter mentioned process will help to identify
farm workers with leadership abilities that can be further developed.

The lack of business skills, however, constitutes the fact that a new entrant
farmer Community of Practice needs to build relationships with others who
have strong business acumen skills so that they can learn from them. The
idea is that the Community of Practice needs a strong network around it from
where it can build and exchange knowledge so that it can achieve a
competitive advantage.

Nicholson (“not dated”, p.37) states that a US study on Fortune 500
companies revealed that the difference between effective leaders and
successful leaders were the size of their business networks. Successful
leaders spent 48 per cent of their time on networking whilst effective leaders
only spent 11 per cent.

Nicholson (“not dated”, pp.37-39) argues that networks delivers three things,
firstly it provides private information. This is information that is gathered from
personal contacts that offers something unique, which is not in the public
domain. She argues that private information is depended on trust within the
network.

Secondly it provides access to diverse skills sets, this is important in the
context of the research since new entrant farmers should have access to
people with business acumen skills and various other skills that they lack.
This will help to increase their business acumen skills and help them to better
manage their business.

Thirdly it provides them with power, because in the business world the person
who knows first wins. This is important for new entrant farmers because this
can help them to innovate faster than their competitors which will ultimately
help them to achieve a competitive advantage.
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Uzzi & Dunlop (2005) argues that the “self-similarity principle”, a principle that
states “when you make network contacts, you tend to choose people who
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Relationship management

The concept of Social Capital gained appeal in the mid 1980’s among social
scientist with Bourdieu’s (1985) essay “The Forms of Capital” (Muir, 2002).
The concept has been used widely in social issues related to civic
involvement, public school education, youth behaviour, public health,
economic development and ethnic relations (Adler & Kwon, 2000, quoted in
Muir, 2002).

Coleman (1998, p.100) state that “Social Capital comes about through
changes in the relations among individuals that facilitate action”. He states
that Social Capital is less tangible since it exists in the relations among
individuals. Coleman (1998, p.101) argues that just like Physical Capital and
Human Capital, Social Capital facilitates productive activity, since in a group
where there is extensive trust more is accomplished than in a group without
trust. Coleman (1998, p109) states that Social Capital in the community and
in the family plays roles in the creation of Human Capital in the rising
generation.

Coleman (1998, p.118) found that Social Capital in the family and Social
Capital in outside communities around schools showed evidence of
considerable value in reducing the probability of children dropping out of high
school.

Das and Sarker (2008) states that recent literature emphasizes the
individual's stock of Social Capital is formed out of investments made in the
pair-wise connections with other individuals in their social sphere (Charles
and Kline, 2006, pp. 581-585; Fafchamps and Minten, 2002, pp.173-4, quoted
in Das and Sarker,2008). Das and Sarker (2008) states that Social Capital
acts as a network multiplier since entrepreneurs have their own specific
knowledge and gain knowledge from other members in their network and this
have a direct effect on social institutions like human development.

Baker (2000, p.1) defines Social Capital as “the resources available in and
through personal business networks. Resources may include information,
ideas, leads, business opportunities, power and influence, emotional support,
even goodwill, trust, and cooperation”.

Social Capital is not measurable and it emanate from interactions with other
people (Baker 2000). Baker (2000) states that Social Capital like other forms
of capital contributes to business productivity and personal success.

This is important for new entrant farmers since it is important for them to
develop their personal success so that they can use this to help their
communities to improve business performance so that their ventures can
become viable.

Baker (2000) challenge the myth that success is an individual undertaking and
states that individualism “actually lowers our chances of success, depress our
pay, limits our promotion and even jeopardizes our health and welfare”. He
firmly believe that an “individuals ethical duty is to disregard the myth of
individualism and should actively manage their relationships”.
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Muir (2002) states that Baker do not examine the deeper context of Social
Capital that may hinder the process, for example when “Social Capital
encounters other common human qualities and needs, such as greed, envy,
power and status, then individuals may act irrationally (or rationally) even
when the greater benefits of Social Capital are obvious”.

Adler and Kwon, (2000, quoted in Muir, 2002) states that when there are
strong relationships, individuals less likely challenge the actions of members
because of complacency or for fear of alienation and “risks of negative
externalities”.

Florida et al., (2002, quoted in Muir, 2002) found that too much Social Capital
may hamper creativity and innovation in organisations and communities, they
state that relationships in communities can become so strong that
complacency creeps in and this insulates the organisation from outside
information and changes.

Conclusion

From the literature it is clear that empowerment starts at the individual level
when a person decides to act to achieve a personal goal or desire, in other
words when an individual is motivated to start with an action to achieve a
desired goal. The literature states that community empowerment relies firstly
on this and on an external change agent that supports the community with the
change process to become empowered.

As in the case with the NEP programme of Malaysia empowerment is heavily
dependent on education. Individuals in empowerment initiatives need to
acquire knowledge so that they can fulfil their new roles in the community.

From the literature it is clear that there is a shortage of decision-making skills
in land reform projects. To increase the viability of land reform projects in the
South African Wine Industry there is a need for leadership skills, since the
industry is highly capital intensive and complex. There is therefore a need for
black business- leaders and managers with new competencies to ensure that
land reform projects become viable.

Leadership is critical for empowerment initiatives to create viability, here the
concept of Distributed Leadership shows that it slots in with Empowerment
Theory and that it could help to create improvement and organisational
benefit.

Professor Reuven Feuerstein's work on SCM can certainly help to address
the cognitive deficiencies of farm workers and help to increase their learning
potential so that these individuals can become self-directed learners.
Combining this with a Community of Practice will therefore be essential to
develop these individuals into effective managers and leaders. This is
definitely an area that needs further research and investigation.
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This leads to increased Social Capital for the beneficiaries of empowerment
projects, which can ultimately increase the leadership capabilities of
individuals because of the positive effect of Social Capital on human
development.
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gy is just one of them, the two othei ent :
Eptstemologw (Guba and meo!n 1994, quoted in Sobh and Perry, 2006)
Ontology is essentially the “reality” and Epistemology is the relationship
hetween that reality and the researcher in other words the knowledge about
tchat reality and the methodology is the technique that the researcher uses to
at reality (Sobh and Perry, 2006).

to methodologie
research p
of three elems

he ligm is thus in brief the overall Concept mework withi
er may work and a paradigm can b as the “ba
system or worldview that guides the investigator” (Guba and Lincoln,
p.105, quote{:ﬁ in Sobh and Perry, 2006). A par adlgm is a World-View or “a set
of linked assumptions about the world, which is shared by a community of
scientists investigating the world” (Deshpande, 1983, p.101, quoted in Sobh
and Perry, 2006).

d View Framework

f overall change and acceleration on human g“sychoiogy is
the big probiems in present socxety The N } !
bombarded with data and information from various sources and in many
instances this leads to making dreadful decisions and taking the wrong
actions (Ryan, 2009).

need for a framework that can help u
amework that synthesizes things tog
us to understand and cope with co
wt we eventually make better decisions. 1 i ,
v" and it offers a model that we can use to co-ordi m?{w different
maaspects of the world so that it can be meaningful (Apostel et al., 1994, quoted
in Ryan, 2009).

Leo Apostel, a Belgian philosopher devoted his llfe to dewwﬁmm an m”utegrated
(Ryan, 2009). Apostel created a "V v p
f people from different diverse disci
“‘World Views from fragmentation to

7
4
H
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of the foliowing seven fundamental components
MJ’ 1994 quotm n Ryan, 2009):

A model of the world — Which helps us to understand everything
around us and also our role in it. An Ontology, a descriptive model of
the world.

Explana
gives us

I why the world is the way it is, it
an origin.

iel route o take to succeed, and it
mnmwmrs the quest on ‘Wmm are we headi ng?”

Values — Morals and ethics, how to behave, and it answers ethical
questions: “What should we do?”

Action — Formulate a plan of action to achieve your goal, and answers
the question “How mhmu& d we attaln our goals?”

Knowle R n good and bad theories. “What
is true ¢ g

Views as a starting point. A
in an account of its own origins

— fragments «
u I View should
and mnstructlon

In the table below there is an outline summary of the philosophical

assum
science — Pos

ptions that wuwm four different paradigms of
R 1 and Critical Theory.

Table 5: Philo ion of four science paradigms
Faradigm
Element Positivism Constructivism Critical Theory Realism
Ontology Reality is real and Multiple local and “Wirtual® ¥ Reality is "real"but
apprehensible speeific shaped by social, only imperectly and
"constructed” realities leconomic, ethnic, probabilistically
itical, cultural, apprehensible and so
I gendervalues,  [triangulation from
alised over time |many sources is
required ta fry to
know it
Epistemology - - mediated ings probably
objective gs - trua - researcher is
by viewing reality "passionate resaarcher is @ valug-aware and needy
through a “one-way participant” within the|"transfurmative to triangulate any
rmirror® wotld being intellectusl” who perceptions he or she
investigated changes the social  |is collecting
world within which
participants live
Common In-depth n research and M
methodologies inteviews ipant observationim
observatis
research
v grounded
experiments, arud research
verification of
hypotheses
Mnte ially, ontology is “reality”, s the relationship betwean that reality and the researcher and

methiod
Source:

het ﬂa discover that reality,
ifwas based on Guba and Lincoln {1994} from which the guotations come

oy is the technigue used by th
Blased on Perry et al. (1999}, which i

=
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3.3

Ontological stratification

Ontology is the philosophy of the World View of reality (Heron & Reason
1997, quoted in Durant-Law, 2005). This philosophy of reality is socially
constructed and underlying structures and mechanisms of the real world
determine this social arrangements and understandings.

Epistemology, which is the philosophy of knowledge and justification (Audi,
2000, quoted in Durant-Law, 2005) are models that are built of mechanisms
such that if it exist and act in the specific manner they would explain the
phenomenon being examined. In other words they would explain the reality.

Bhaskar uses the term ontological stratification to describe three overlapping
domains of reality to adequately describe the distinction between Ontology
and Epistemology.

The Empirical world — Which is made up of experiences through observations.

The Actual world — Which includes events and experiences whether it is
observed or not.

The Empirical world and the Actual world are similar except that the Actual
world contains events that the Empirical world is not aware of because the
Empirical world is the world observed through the eyes of an individual at a
particular point in time and space and from a certain cultural perspective.

The Real world — Consists of the processes, structures and causal
mechanisms that generate the events in the actual and empirical worlds.

We need to realise that the three domains are dependent on each other
(Plant, 2001).

Table 6: Ontological Stratification to describe the three overlapping
domains of reality: the domains of the Real, the Actual and the Empirical
(Bhaskar, 1978: 56, quoted in Plant, 2001)

Domain of Real Domain of Actual Domain of Empirical
Mechanisms X
Events X X
Experiences X X X
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3.4

Critical Realism

For the Realist out there the world is real and it exists independently of the
idea that we have of it, which means things exists and acts independently of
the descriptions we have for it (Ryan, 2009). A realist aims to explain
observable phenomena with reference to underlying events, structures and
mechanisms.

Realism is a “growing movement transforming the intellectual scene” in
management research and it is an increasingly useful World View for some
social scientists (Sobh and Perry, 2006). The philosophical position of
Realism is “that reality exists independently of the researcher’'s mind that is,
there is an external reality” (Bhaskar, 1978; Harre and Madden, 1975, quoted
in Sobh and Perry, 2006). “The external reality consists of abstract things that
are born of people’s minds but exist independently of any one person, it is
largely autonomous, though created by us” (Magee, 1985, p.61, quoted in
Sobh and Perry, 2006). The perceptions of a person are therefore the window
to the blurry external reality, which in itself consists of structures that are
themselves interrelated objects and mechanisms through which the objects
interact (Sobh and Perry, 20086).

Positivism treats knowledge as simply the accumulation of sense experiences
and Constructivism assume that reality is simply dependent on our cognitive
choices (Plant, 2001).

In the Critical Theory paradigm, perceptions are judged by their
appropriateness to subjective conventions for example beauty and justice
(feminist research) (Perry et al., 1999, quoted in Sobh and Perry, 2006).

The opposing perspectives between Realism and Constructivism highlights
the way reality is perceived, whether humans construct reality
(Constructivism) or whether reality exists independently of our knowledge of it
(Realism) (Plant, 2001).

Grape berries develop independent, whether there is somebody to witness it
or not. This viewpoint helps me to understand that berry development is not
just constructed by society but that it is created by real structures and
mechanisms in the physical world. This forms the basis of a socially sensitive
realist philosophy called Critical Realism developed by Bhaskar (1978, 1989,
quoted in Plant, 2001). Bhaskar’s realist philosophy is called ‘Critical’ because
when talking of “reclaiming reality” (Bhaskar, 1989, quoted in Plant, 2001) a
person can be critical of the prejudices, errors and false trails that disguised
realities. The ‘reclaimed reality’ according to Bhaskar can be used as the only
basis for emancipatory social practice (Corson, 1991, quoted in Plant, 2001).

Critical Realism therefore holds that reality can be apprehended by tracing the

origins of experience through the level of events (Actual world & Empirical
world) to underlying structures and events (Real world), (Plant, 2001).
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3.41

3.5

To summarise it is clear that qualitative research operates within four
paradigms and the Realism paradigm is one of the most appropriate for
management research. Realism is therefore the broad paradigm and within
Realism | found that the Critical Realism paradigm, as mentioned above is a
realist philosophy that is critical and it therefore does offer a better explanation
of the management situation, a clearer analysis of the problems within these
situations and a guide for action to change things (Connelly, 2000).

This is why | have decided to do the research in the Critical Realism paradigm
since it will help me to gain a systemic understanding of what cause the
problems within empowerment projects in the South African Wine Industry on
the primary producer level. it will further provide me with the knowledge that |
would need to take the appropriate action with an ethical approach to rectify
the problem in the future.

Integrating World View with Critical Realism

A Critical Realist adopts a retroductive research strategy therefore the
research begins in the domain of the Actual world, then in the Empirical world
to influence the Real world which when compared with the World View this is
the Model of the world, which helps us to understand everything around us
and our role in it. To understand why the world is the way it is.

The Ontology is therefore the Model of the world. Which are the Actual world,
the Empirical world and the Real world.

The Epistemology of the Critical Realist is the knowledge in the World View
that helps us to postulate the existence of real structures and mechanisms
which explain the phenomenon being examined.

The Values or Axiology of the Critical Realist then guides him or her to
formulate a plan of action to achieve the goal, which helps to improve the
situation in the future.

Research design in the Critical Realism paradigm

The previous section demonstrated that the Critical Realism paradigm is
appropriate for researching BEE in the South African Wine Industry on the
primary producer level. The next step in the process would be to select an
appropriate research methodology to build the knowledge about the reality of
the viability of BEE in the South African Wine Industry in this paradigm (Sobh
and Perry, 2006). To achieve this | need implicit principles for data analysis
and for sense making of the data and ultimately | need to find a solution for
the problem.
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3.5.1

Grounded Theory Overview

Glaser and Strauss (1967) challenged extreme positivism that permeated
social research and developed the Grounded Theory methodology (Suddaby,
2006, p.633). Grounded Theory has been defined in its most general form as
the discovery of theory from data (Glaser and Strauss, 1967). It was
developed by Barney Glaser and Anton Strauss in the late 1960's as a
methodology for extracting meaning from qualitative data that was collected in
the field (Durant-Law, 2005). It was founded as a practical approach to help
researchers understand complex social processes (Suddaby, 2006).

Glaser and Strauss (1967) followed a pragmatic approach to social science
research, where empirical “reality” is the ongoing interpretation of meaning by
observers that are engaged in a common project (Suddaby, 2006, p.633). In
other words the observers reach consensus as they make sense of what they
observe. Glaser and Strauss argued that new theories could be developed “by

paying careful attention to the contrast between the daily realities (what is

actually going on) of substantive areas (Glaser and Strauss, 1967, quoted in
Suddaby, 2006, p.634) and the interpretations of those daily realities made by
those who participate in them (the “actors”)".

Glaser and Strauss proposed Grounded Theory as a practical method for
conducting research that focuses on the interpretive process by analysing “the
actual production of meanings and concepts used by social actors in real
settings”"(Gephart, 2004:457, quoted in Suddaby, 2006, p.633). Grounded
Theory is used to generate a theory that explains the process about
something at an abstract conceptual level in a specific context or setting.
(Glaser and Strauss, 1967). It has its origins in symbolic interactionism,
hermeneutics and phenomenology (Goulding, 1999). In symbolic
interactionism, it is believed that people behave and interact based on how
they interpret or give meaning to specific symbols in their lives, such as style
of dress or verbal and non verbal expressions.

Grounded Theory is useful in situations where little is known about a topic or
problem area, or to generate new and exciting ideas in settings that have
become static or stale. It is a very powerful research method for collecting and
analysing data that can provide deep insight into the real issues associated
with phenomena and it also forces deep thought and consideration of the
variables by the researcher (Durant-Law, 2005).

Real world’s activities are ‘hows’ related to a specific ‘what’, which is usually
implicit rather than explicit. (Durant-Law, 2005). In social situations the ‘whats’
can be difficult to define and many problems might be considered to be
‘wicked’ — that is that they are complex, dynamic, systemic, emergent, difficult
to resolve and confusing to manage (MclLucas 2003, p.220).

Grounded Theory combines both inductive and deductive methods (Glaser &
Strauss, 1967; Stern 1980; Strauss & Corbin, 1990). Inductively — theory
emerges from specific observations and generated data.

The theory then can be tested empirically to develop predictions from general
principles such as a deductive research method.
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The aim of the method is to develop a process that identifies the major
categories, the relationship between these categories and the context and
processes which are occurring (Becker, 1993).

In 1990 it became evident when Strauss joined up with nursing researcher
Corbin to produce a more clearly defined system of Grounded Theory
(Strauss & Corbin, 1990) that there were two distinct schools of Grounded
Theory.

The Glaser approach can be called an emergent design, because whilst the
procedures are explicit the categories and codes are derived entirely from the
data. Strauss and Corbin’s approach on the other hand can be called a
systematic design because the researcher can predetermine the subject of
inquiry (Douglas 2003, p.45), and the approach is more structured than that of
Glaser. The analysis of the differences concentrates on difference on the
method rather than on methodology (Parker and Roffey, 1997, quoted in
Gurd, 2008, p.126).

The greater deductivism in Strauss and Corbin with their different use of the
literature and a different approach to coding is how Heath and Cowley (2004,
quoted in Gurd, 2008, p.126) analysed the difference in method.

While Glaser appears to argue for a more objectivist-realist Ontology he
advocates a relatively unstructured method and resists the codification found
in Strauss and Corbin (Gurd, 2008, p.127). Glaser (1992, quoted in Gurd,
2008, p.126) argued for a more objective reality, “true meaning” in which
“scientific facts” can be developed by an objective researcher (Gurd, 2008,
pp.126-127).

Strauss and Corbin have a more subjectivist position to that of Glaser
because they adopted a highly prescriptive and structured method (Gurd,
2008, p.127).

Grounded Theory has been extensively used in the discipline of sociology as
a qualitative research method. Grounded Theory can be used as a method to
investigate phenomena important to management practice, because it
explores the richness and diversity of the human experience and it therefore
can contribute to the development of middle range theories in management.
(Struebert H, Carpenter D, & Lippincott, 1999). Grounded Theory researchers
are less focused on the subjective experience of the individual actors they are
more interested in how the subjective experiences can be abstracted into
theoretical statements about causal relations between actors (Suddaby, 2006,
p.635).

Grounded Theory is a method that is more appropriate for some questions
than others (Suddaby, 2006, p.634). Gurd (2008, p.132) states that research
questions that are addressed by Grounded Theory are questions of process.
This means it is more appropriate for “how” questions rather than “why”
questions.
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Gurd (2008, p.132) also states that Grounded Theory is very useful in new
Wtuatlons or to gain new insights into familiar settln is, but that it is no

to well developed areas of knowledge ddaby (2008, p.634)
Grounded Theory is effective where
y which actors construct meaning out
Grounded Theory should also be used in a way that is Eogscaiiy consi

with key assumptions about social reality “"jmd h wwthaft ality is known
(Suddaby, 2008, p.634).

Grounded Theory can be used to get to the casual mechana s that lllustrate
an approximation of the real world. Given the conte
ndertake | decided to follow a Z
y in the Critical Realism paradigm.

to understand from all role players and i ls who are involved in
BEE initiatives in agri iculture especially those in the South African Wine
Industry what factors in their experience will help to make projects more viable
and what cause projects to fail.

thod of doing Grounded Theory res

sy canons (Corbin & Strauss proposed 11 n
““E“heory method in 1990) that are uncontested after using the writi KWS in the
method of Grounded Theory and the only two books on Grounded Theory in
business and management (Glaser & Strauss, 1967, Glaser, 1978, Stern,
1980; Strauss, 1987, Bowers, 1988; Glaser, 1992; Corbin & Strauss, 1990;
G 1, 2002; Locke, 2001; Suddaby, 2006).

t canon is the iterative process of Data
amental to Glaser & Strauss (1967 I
o has this as the first of their 11 cano ecting all of the data
mnd then starting to analyse it does not constitute true Grounded Theory. The
“Data collection process and analysis must proceed simultaneously”
(Charmaz, 1994, p.96). Glaser and Strauss advocates triangulation which is
the Collection of data from muﬁzmﬂu sources (participant observations,
or archival materials) that is all relevant to the studied phen

=y
1=
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The second core canon is Theoretical sampling. Theoretical sampling
involves seeking out comparison groups as the theory is developing (Locke
2001; Bowers 1988) and collecting new data based on emergent categories.

The third canon is that of Constant comparison. Constant comparison is the

heart of the process. You need to compare | ntervzew to nterview and when

t“ begin to emerge you need to compare
30, p.67) explain it as the "identificatit

iin the data”. For Glaser it is more




3.5.3

The fourth canon is the explanation of Coding and the E’”W building
process. Three m«fa_w steps expmd and defme the emerging theory:
‘ e sampling of the «

Steps in the Research Process

Grounded Theory starts with a research situation (Dick, 2005). The process
starts where the researcher starts with an area of particular interest, collects
the data and allows relevant ideas to develop, htherefore the researcher should
vith a preconceived theory, the basic belief i e
ata. Suddaby (2006, p.634) stat
on when it comes to Grounded The rch, since it
e premise that a researcher is a blank hout any experi
or know!edge Suddaby (2006, p.634) further states the idea to enter fesearch
without a research guestion defies logic. In the research process there was
continuous awareness about the influence of existing concepts. The idea was
rather to extend mwmﬂ elaborate on these theories and to find out if they were
indeed relevant. Suddaby (20086, p.635) state “the reality of Grounded Theom
‘ »stways one of trying to achieve a pra le ground between
en view of the world and a unfetiered

zhxs s a ¢

SHICTL

The next step is Data collection.

Data collection in Grounded Theory research may be collected from
interviews (formal, informal or semi-structured); participant observation or
documents (journals) or a combination of this (Stern, 1980, quoted in Ryan
2007).

! interviews, §§§‘§ ipant obsen
nal interviewing is an approach d d the
interviewees understand the question as intended by the lﬂmw iewer (Conrad
and Schober, 1999). In a conversational interview it is not Ww rding that is
standardized but it is meaning (Suchman and Jordan, 1990). It is based on
the view of communication where partners are reqwred to collaborate to

vhat is said until they adequately und d each other (Cicou
K, 1992; Schegloff, 1984; Tannen, 1989).
n collection step the interest was not ly in the storie
the in nvees told. It was more about extrac nd gaining insigh

the underlymg aspects of the information that was given. It was therefore not
a collection of the subjective experiences of those that was interviewed.

pic, general themes,
ir occurrence. Requires

ence 147
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In Grounded Theory the researcher is required to collect, code and analyse
data from the beginning of the study. This process shouid occur
simultaneously, and in this research study as the data was collected through
the three methods mentioned above, coding and analyses of the data line by
line began and underlying patterns was conceptualised.

The coding of the data took place on the following three levels:

Level | coding — This is where the researcher apply a system of open coding
and in this level of coding the objective is to examine the data and to identify
the processes in the data (Ryan, 2007). The idea is to write down words that
the participants themselves have used that are easily identified and these
codes are called substantive codes.

Categories and the initial concepts were labelled and any ideas that were
relevant to the research were put in a memo. In other words Data collection,
coding and memoing occurred simultaneously from the beginning. Memoing is
a practice that is reflexive in nature in other words it helps the researcher “to
articulate and conserve their sense-making about what is going on in the data
(Locke, 2001). Memoing helps to capture ideas when they strike and it
develops thought lines about what is happening in the data (Locke, 2001).

The initial categories that formed guided one to the next round of
Conversational interviews and it was done by following the principles of
Theoretical sampling, in other words new data was collected based on the
emerging categories. Theoretical sampling therefore is purposive sampling
and it increases the diversity of the sample (Dick, 2005). Again any ideas that
was relevant to the process was put into a memo.

Level Il coding - The idea is to discover as many categories from the data as
possible and to compare them to one another and to uncover similar
characteristics and relationships. Categories was then developed by either
adding to the existing categories or by relabeling the initial categories or by
developing new categories. The purpose of this was to develop and refine the
categories and the concepts. In this step the Level | codes are categorized
and compared with all the other Level/ | codes and the researcher determine
what particular category would be appropriate for grouping similar Level /
codes. This interplay between the Data collection and analysis of the data
constitute the constant comparison method (Suddaby 2006, p.636). As
mentioned above in the four canons above, constant comparison is the heart
of the process. The second round of interviews was coded with the first round
of interviews in mind (or the other sources of data that was used). This led to
coding of interviews with emerging theories in mind. In this step the Affinity
Diagram method was used to characterise and group the substantive codes
into categories.

The constant comparison method helps to obtain more abstract theoretical

categories and it lifts the data to a conceptual level where the output is
beyond the obvious.
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in the second round of data collection the was saturated, which
means that data was collected until i e was nothing new
that emerged from the data collect aturated categories
became the concepts that emerged The saturation of
categories help that the output is also le re researchers stop
collecting data too early it produces outputs that are simplistic. There is no
clean break between data collection and data analysis in Grounded Theory,
so a researcher must continue until nothing new emerges from the data
collection process

Level Il coding - Through a process of conceptualization the central themes
that emerge from the data was identified (Ryan, 2007). In this step the
Interrelationship Digraph was used to look at the relationship between the
core concepts that emerged from the study and a Causal Loop Diagram was
consfructed to understand the intera concepts. Grounded
Theory is different to other research n itly emergent (Dick,
2005). Dick (2005), state that “It does . It sets out to find
what theory accounts for the research

The emerging theory is expanded
reduction, selective sampling of the
data. The core variable emerges thro

hree major steps;
e sampling of the
se processes (Ryan, 2007).

Through a process of reduction sampling the core concepts was established.
The core concepts need to shed light on what is causing the current state. A
literature review regarding the three core concepts was done on that helped to
round off the concepts. Glaser and Strauss, (1967) mentions the benefits of
using existing materials in sociological research and also its disadvantages.
They did not say that they reject the literature review process entirely. They
said ... we shall detail some procedures for using various qualitative sources
aione and in combination, to generate theory effectively through comparati w
analysis” (Glaser & Strauss, 1967, p.163).

The reduction of categories will
processes or core variables that trac
being investigated.

éhe primary social

Selective sampling of the literature ges OWS OF occurs simultaneously
with data analysis. This will help to ging theory and will
therefore give completeness to the th As theory starts to
develop the researcher should conduct a i ure review to learn what has
been publlshw about the emerging concepts. In this research study as the
theory began to develop a literature review was conducted on the emerging
concepts to better understand the concepts and th s helped to expand the
theories and it informed how it relate to other theorie

Selective sampling of the data occurs when the main concepts or variables
become apparent, comparison with the data determines the conditions under
which they occur and if the variables are central to the emerging theories.

Loty
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Additional data may be collected ln a seiec‘ﬁ:ww manner to develmm the

hypotheses and to identify the mair 2007).
Selective sampling therefore causes ¢

The core variable for the study I through the re on and
comparison processes mentioned above. Conceptual fr: k model

was consulted to see how the core vanable hetm to provide an answer as to
how the current concern can be improved.

Tmm findings from the first research cycle hetped and guided the formulation of

the goal of the second research cycle helped to formulate the goal of
the third research cycle. The above process was followed for each of the
three research cycles.

The Grounded Theory process that was followed in this research study may
seem that it was done according to a formula, but this was not the case. The
researcher in this process was actively involved in the research process. The
researcher decided, which categories were the ones to focus on, W%"wiiwh
individuals to interview through the theorewm wwwﬂmg methowﬂ the
substantive codes was constructed ! :‘:“orous!y
compared to the data that was ructured
conversational interviews.

The memos that was constructed while data was collected and analysed also
helped to gain understanding of what was coming out of the research process
and helped to construct and develop the core concepts through the constant
comparison method.

Grounded Theory is not a perfect research me and the techniques
used in the process are inherently m Suddaby
ﬁOOG p.638). %asﬁ@%%:ag (2008, p.639) research

a key confus ion point is that of knowin } 2d. In this
remww'm study, saturation occurred when different individuals that was
inmwﬁmwm said things that could be grouped into the existing categories in
other words nothing new emerged from the data collection process. Suddaby
(2006, p.639) states that this is an inherently pragmatic process and that it
depend on the empirical context and the researcher's experience and
expertise.

The simplicity as to how some researc yortray Grounded

a misperception that it is a Vvery easy res v method and there are a lot of
remmmhmm who without prior experience or education in the process have a
go at it. In this research study the researcher understood that Grounded
Theory is not an easy process and was continuously aware of personal biases
and Wmm view when dmm was w!lected amﬂww»f:ﬂ mmﬂ coded. Extensive

“uxded by th% data that came from t““
?‘searcher went §§§§§ to the mtervueg
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The researcher was committed to the research process since the goal was
to understand and learn what concepts would help to increase viability of

empowerment projects on the primary producer level in the South African
Wine Industry.

Figure 15: Grounded Theory Process for this research project

] D Participant
Interviews ocuments observation
Data collection
Data Analysis Label Memo's
Levell Coding and Categories &[4
coding Naming of ™" Inital
data concepts
Data Collection -
Theoretical |t | .
Sampling Memo's 2
Levelll Refine, relabel or form
coding new categories -
Constant comparison  [¥—_____ |
Memo's 3
Saturation /
‘ Core
Level III Core Variable
coding / Concepts
Selective Selective
Reduction ———= sampling of = sampling of the
the lterature data
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3.6

Theory building process

n ore concepts in each of them were :
moncepts wam created.

Propositions was build on the core variables from the research cycles and the
core concepts within the three papers was clustered and disagreer wurwf»nts and
almllarm s was noted. The purpose of this is fo o
between the different papers so 1
ccount could be synthesize.

ss was then analysed to
determine the causal relationships between thpm Th|s helped to build theory
or knowledge through the identification of causal mechanisms.

he core themes that develop through this pro

ri,,,atusal mechanisms are processes to which causal properties may be
i and are driven by the internal and ext | behaviour of act d
the tions, where actors include people, ions and instit

Ey

te objects as passive actors (Stinchcombe, 1811).

f step in mapping the causal mechanism evident in this research
process was to fully explain the outcome of the event over time (Roberts,
1996).

The second step involved showing the causal uxplanatlon by tracing B::»ack the
chain of events that lead to the outcome and this could be done t h
hods.

ich is, linear explanation whereby one =
eve d each time selects the most disruptiv r event and exp a
link to the prior event in a series of steps. Llnear events are, however
simplistic and leave out a lot since the researcher is constantly faced with
problems of choosing between conditions.

method is convergent explanation whereby ies of conditi
c over time to explain the event in this is t
might arbitrarily identify a causal e» on and inter

iers,

The method that was used to explain the causal mechanisn in this research
framework was the one of feedback effects. The causation in the cycles that
we are dealing with is mutual or circular, such that it is difficult for actors to
break out of these reinforcing patterns.
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Positive feedback occurs when change in one direction sets in motion
reinforcing processes that produce change in the same direction and negative
feedback occurs when change triggers processes that counteract the initial
change and return the system to its original position.

This approach helped to construct the answer Causal Loop Diagram which is
the Basic Social Process. This is the process that helped to understand the
mechanisms and structures in the real world that caused the events in the
actual and empirical worlds. Therefore by understanding this, the correct
intervention can take place in the process so that the situation can be
improved, which in this case was to increase the viability of BEE initiatives on
primary producer level in the South African Wine Industry.

Figure 16: Research process that will be followed, integrating Critical
Realism with the World View and the research methodology of
Grounded Theory.
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process(Synthesis} and

E Grounded Theory
M
P
E Construct conceptual
R framework Action
: f
C
Al Disturbances
L

Paper | Paper 2 Paper 3

ACTUAL Past Present Future

r| Land Reform, Agri-BEE, Wine Industry BEE Projects failing, low Effective keadership
! BEE Socialissues, political issues & kevel skilled workers to and management
Al events, Change - growth, politics, acc manage frms Viable empowenmert
L practices projects on primary

producer level

92



4.1

4.1.1

Chapter 4: Research Results

Introduction

The research was done in the Critical Realism paradigm as discussed in
Chapter 3 of this research paper and Grounded Theory was used as the
research methodology to build up the knowledge (Epistemology) that would
help to answer the research question from the Ontological reality.

The study consists of three research cycles and in this chapter the findings in
these research cycles as well as the theory that was build to get to the core
variable that answers the research question and address the concern is
discussed.

Research Situation of the first research cycle

The Strategic Intent of the first research cycle was to look at the factors that
would help to increase the success of BEE initiatives in the South African
Wine Industry specifically on the primary producer level.

From working in the South African Wine Industry it is evident that the
management and utilization of resources plays a critical role to ensure that
your business is viable in the long-term. The concern therefore is that if
empowerment project leaders and managers do not effectively manage their
resources over time it could make their projects unviable.

The following resources are the ones that are very important to manage
effectively in order to ensure a viable business in the long-term.

i) Physical resources like the land (vineyards), water, cellar etc.

i) Financial Resources

iii) Human resources

iv) Technological resources — vineyard and cellar technologies

V) Organizational resources — access to markets, distribution channels

vi) Reputational resources — recognised brands, winemakers and
viticulturist

In this research cycle the goal was to find out: How the available resources
should be used strategically to make the business ventures of new black wine
producers more successful in the long-term?

To achieve this it was decided to follow a Grounded Theory methodology
(Glaser & Strauss,1967; Glaser, 1992).

The researcher was fully aware about being influenced by existing concepts
during the research process, because of being employed in the industry.

93



4.1.2

That is why it was decided to have the first Data Collection interview with
academics and researchers who have done lots of work in terms of
empowerment in the agricultural sector. The idea was therefore to extend and
elaborate on theories and to find the underlying aspects that would help to
answer the research question for this research cycle.

Data collection

Data was collected through semi-structured Conversational interviews with 16
individuals that ranged from academics, industry professionals and emerging
farmers. All of the interviews were preceded with a short telephonic
conversation where a brief description of the research project was given. Data
was also collected from participant observations and from various documents
and journals.

The first semi-structured Conversational interview was a breakfast meeting in
Stellenbosch which lasted for about 2 hours. It was decided to start off with an
open sample*?, which consisted of a black male academic from the University
of Stellenbosch’s Department of Agricultural Economics, a white male Chief
Executive Officer (CEO) of the South African Wine Industry Council (SAWIC),
and an ex white male Professor from the University of Stellenbosch’s
Department of Agricultural Economics. These individuals had extensive
experience with empowerment projects in the agricultural sector and did
various research projects within the agricultural sector.

Individuals were asked if they felt that the dependency on resources caused
empowerment projects to fail (resource dependency theory), about
communication and trust between the previous- and new owners and if
empowerment projects were doomed from the start.

After the interview, data was analysed and Level | coding was done, which
means the data was examined and the underlying concepts that came out of
the interview was identified. The categories and the initial concepts was
labelled and the results was grouped in seven categories using the Affinity
Diagram method.

The underlying aspects that came through very strongly in this interview was
that in farming there are generally high failures and that success in farming is
not based on the availability of resources. It was stated that BEE in the wine
industry is complex and that the answer to success will not lie in a specific
model. It came out that there is a general path to success and that it is crucial
to be mindful of this if you want to make a success in agriculture, specifically
in the wine industry. In the memo column of the data collection sheet it was
concluded that the path to success will take time, endurance, knowledge and
good business acumen. The interviewees suggested to look further at the
core principles of the path dependency theory and the resource dependency
theory.

2 Seek out comparison groups as the theory is developing.
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A brief reading on the resource dependency theory and path dependency
theory was done, but it was felt that the focus should be on what comes out of
the data as stated in the Grounded Theory research process.

In Grounded Theory data gathering is driven by the theory. Theoretical
sampling is an ongoing part of the data collection process and samples are
selected according to the theory that emerges. It was therefore impossible to
select the size of the sample when the data collection process was started. In
each of the three research cycles, the Collection of data was guided by the
initial sample but as theory emerged the sample was changed and redefined.

After interviewing the above-mentioned individuals the sample became more
focused and interviews, which followed a similar approach as the first
interview with the following individuals took place:

After the first semi-structured Conversational interview an interview with a
black male manager of one of the first empowerment projects that was
attempted in the South African Wine Industry took place. The project was
classified as less successful because they were still in operation but was
declining in terms of production and therefore had less income and they were
struggling. After this interview a black male manager of a successful
empowerment initiative was interviewed and followed this with interviewing
the black male SAWIT BEE co-ordinator. From all the individuals in this slot of
interviews the goal was to find out what motivated people for starting
empowerment projects, why empowerment projects failed and what would
make empowerment projects more successful.

The above-mentioned questions were prepared as general questions to guide
the interview but during the interview it never determined the questions that
were finally asked.

Then a brief meeting with an ex white male CEO at the Institute for Futures
Research and the author of “Vision 2020” took place and asked what his
thoughts was on developing successful empowerment initiatives in the South
African Wine Industry.

After this interview an information day that was organised by VinPro on “BEE
in the South African Wine Industry” was attended. At the information day there
were speakers from various empowerment projects in the South African Wine
Industry and this formed part of the participant observations data collection
process. At this information day contact was made with some of the speakers
and interviews were scheduled with them.

Two black males and one white male individuals from an empowerment
project in the fruit industry was interviewed to see if they experienced similar
concerns and problems as empowerment projects in the South African Wine
Industry. This helped to get a better understanding of how empowerment
projects in the fruit sector performed.
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Concepts that emerged from the first round of interviews then led to have a
second round of interviews with the white male DoA’s Mentorship Co-
ordinator for empowerment projects in the Western Cape, a black male
manager of a successful empowerment project, a black male ex-mayor who
had a vested interest in empowerment projects in the South African Wine
Industry, and an interview with two black males of a recently failed
empowerment project in the South African Wine Industry and the final
interview was with the white male project co-ordinator of the Northern
Cape/Free State Vineyard Development Company.

Data was also collected from various articles on the internet and in the print
media as well as a case study that was done on an empowerment project in
the Stellenbosch area®’. From reading this case study valuable insights that
helped with data analysis was gained.

The above-mentioned process of data collection was totally driven by the data
and theories that emerged from the interviews. It was decided which
categories were important through the rigorous constant comparison process
and this led to pursue the individual who could give good insights into the
emerging concepts.

Data analysis

The process of data collection, data analysis, coding, memos and building of
concepts happened simultaneously, because as soon as an interview was
finished it was analysed, code and labelled and it was constantly compared to
existing categories, and the emerging theories, which then led to the next
individual or group of individuals to be interview. | continuously went back to
the interviewees to find out if the data that was captured was correct. Data
was analysed through various stages and in the Level | coding step the data
was named and coded into categories.

After constantly comparing the first round of interviews to one another and the
emerging theories Level /I coding was done using the Affinity Diagram
method. In this step the categories was compared to one another to uncover
similar characteristics and the relationship between categories and in the end
there was 12 categories. This was a very rigorous and time consuming
process but through this process the data was lifted to a higher conceptual
level as the interest was in the underlying concepts that emerged from the
data. The initial concepts that developed from the data were the following:

“ Neven D, Reardon T, & Hopkins R, 2005, “A Case Study of Bouwland Landgoed Ltd. South Africa”
USAID, Michigan State University
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Table 7: Initial Concepts that emerged from Grounded Theory process

Concepts

Ceding

Level of Economic Viability

Value chain profitability, Viable projects,
ldentifying viable business opportunities,
Economic Viable Business opportunities

Level of understanding the route to
suUccess

Path dependency, Endurance, Road map to
success, Understanding the route to success

Level of accesibility & strategic use of
resources and markets

Extensive resources, Government Support, Big
Business Support, Initiator support, Strategic
use of resources, Accessibility to resources
and markets, Operating capital, Builds trust

Level of knowledge and skills development

Skills development, Youth involvernent, Transfer
of skills, Knowledge and skills transfer,
Succession planning, Strategic skills
development plans

Level of Business Acumen

Business Acumen, Entrepreneurship,
awareness & understanding the wine business

Level of effective mentorship

Effective mentorship, Vested intersst, Benefit of
successiul projects, Effective consultants

Level of effective communication

Communication, Trust |, Building Trust between
initiator & bensficiaries, Input that counts and
are heard

Level of effective leadership and
management )

Leadership, Management, initiator commitment
to make projects successful, Successful
initiator, Strong business oriented initiator,
Effective decisions from directors, Participating
management strategy

Level of strategic co-operation

Co-pperation, Applying discipline, Strategic
alliances, Strategic co-operation, Cause
networks to develop. Exchange of information
and ideas

Level of market oriented production

Market oriented production

Leavel of effective ownership

Effective ownership, Deminishing role of initiator
and increase of the role of the project leader

Level of government involvement

Governments role

In the Level Il coding phase the Interrelationship Diagraph method was used
to understand the relationship between the core concepts that emerged from
the Data Collection step, to get a better understanding, which concepts was
drivers and which were outcomes.

Figure 17: Interrelationship Diagraph method to understand the
relationship between emerging concepts from the Grounded Theory

process
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Drivers Outcomes

Level of symbiotic strategic co-operation Level of Economic Viability
Level of effective leadership & management  Level of effective ownership
Level of Business Acumen Level of understanding the
Level of effective mentorship route to success
Level of knowledge and skills development Level of market oriented prod.
Level of effective communication Level of accessibility & the
Level of government involvement strategic use of resources and
markets

In the second round of semi-structured conversational interviews with the
sample as indicated in the data collection section, through the method of
constant comparison the following seven concepts emerged. From the sample
it was concluded that Saturation was achieved because the new data
resources had no new information, there were no new categories and could
no longer refine existing categories or the relationship between categories.

Table 8: Final Concepts from Grounded Theory process

Concepts Constant Comparison
Level of understanding the route to success,
Level of economic viability Level of market oriented production

Leve! of accesibility & strategic use of
resources and markets, Level of government
Level of symbictic strategic co-operation involvernent

Level of effective mentorship

l.evel of Business Acumen, Level of effective
Level of effective leadership and management ownership

Level of knowledge and skills development
Level of effective communication

Level of understanding the route to success

The seven concepts that was developed from the Grounded Theory process
was used to construct a Causal Loop Diagram, to see the causal relationship
between the concepts (Figure 17).

The logic of the Causal Loop Diagram in Figure 17 is explained below:

In an empowerment project where there is a symbiotic strategic co-operation
between all the role-players (project manager of the beneficiaries, previous
owner and government) where everybody benefits it can lead to more
effective mentorship, which will ensure that you can cultivate more effective
leadership and management because there will be a friendly environment
where knowledge is transferred and shared to ensure that more effective and
better informed decisions are made.

If you then have better leadership and informed management it will ensure

that there is better communication to the beneficiaries of the empowerment
project.
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The leadership and management will also ensure that they have better
knowledge transfer systems in the organization and ensure that skills
development takes place effectively, because they would understand that
without the right skills in place they will not be able to achieve the success
and goals that they set for the project, in other words through better
communication and knowledge and skills development the route to success
will be achieved.

The achievement of the goals of the empowerment project will ensure that the
project will become more viable over time, which will inspire other
empowerment projects also to cultivate a better symbiotic strategic co-
operation environment if they want their projects to be more economically
viable.

Figure 18: Causal Loop Diagram illustrating the causal relationships
between the seven concepts developed through the Constant
comparison method and Saturation.
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Selective sampling of the emerging concepts then helped to give
completeness to the theoretical description. This helped to understand how
the emerging concepts relate to each other. Through reduction sampling
three core concepts was established and started to engage on a literature
review regarding the concepts that helped to round of the concepts. When the
data was selectively sampled to see if the emergent concepts was in line with
what individuals that was interviewed said, it was found that it was a good fit
with the data.

The core concept that emerged from the Grounded Theory process was that if
you want to use the available resources strategically to make business
ventures of new black wine producers more successful in the long-term then
you need to have effective management and leadership in place. Memo’s was
used extensively from the data collection and analysis process to help me to
construct the Causal Loop Diagram below.
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Figure 19: Causal Loop Diagram of the three core concepts that
emerged from the Grounded Theory process in the First Research Cycle
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The research results that was obtained from the Grounded Theory process for
this research cycle therefore answers the research question as follows:

If there is effective leadership and management in empowerment projects it
will ensure that more effective decisions will be made and these decisions
involves decisions on how the companies resources should be utilized
effectively to ensure success.

The Emerging Conceptual Framework after the first research cycle is depicted
in the diagram below.

Figure 20: Emerging Conceptual Framework from the Grounded Theory
process
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4.2

If you have a motivated initiator, you find that the leadership and management
in the project are more committed to ensure success. The initiator that is
motivated to make a success of the empowerment venture ensures that the
right individual's that shows leadership and management capabilities
becomes part of the business from the start.

Effective leadership and management lead to better decision-making on the
social and economic issues that impact on the business. When you have
effective decision-making within the business you will have better outcomes
on the social and economic front. There is a reinforcing loop here since there
can be reflection and evaluation on the outcomes of the decisions. This
provides the business with a platform where learning can take place and best
practices under certain conditions and circumstances could be developed that
can help with a clearer understanding for new individuals that enters the
business. This can lead to a competitive advantage for the business, which
over time can lead to the long-term viability of the project and motivate others
to follow and learn from the process.

The empowerment projects that were less successful and unsuccessful did
not have effective leadership and management within the project. This was
inherently because the beneficiaries of the empowerment projects had
relatively low level skills. | was therefore curious to find out how | could
increase the trainability of the beneficiaries so that they could become better
leaders and managers of empowerment projects. This was then the Strategic
intent of the second research cycle.

Second Research Cycle

The strategic intent of the second research cycle was a direct result from my
findings in the first research cycle. The process is therefore a continuation in
order to achieve my overall Strategic intent.

The Strategic intent for this cycle was to establish a framework to increase the
trainability of empowerment project beneficiaries by increasing their cognitive
competencies so that they would become better leaders and managers to
increase the viability of empowerment projects.

The concern variable for this cycle was the low level of education of
beneficiaries of empowerment projects. The research question for this cycle
was how do you increase the trainability of BEE beneficiaries by increasing
their cognitive competencies so that they can become better leaders and
managers?

The exact same process as described in the first research cycle was followed
and details of it are available in Appendix 1.

The three core concepts that emerged from the Grounded Theory process is
depicted in the Causal Loop Diagram below:
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it was concluded that If you want to in
empowerment projects so that they
need to create an enabling environn neficiaries who are
motivated to learn can do so. This e d a Community of
Practice, the concept that was developed by Lave and Wenger in 1991.

y of beneficiaries of
and managers you

Figure 21: Causal Loop Diagram of the three core concepts that
emerged from the Grounded Theory process in the Second Research
Cycle.
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This programme can lead to the formation of a community where like minded
individuals share and learn from each other in order to build up their cognitive
competencies, which in the end can help to increase their learning potential
and it will help others and themselves to better understand cognitive
functions.
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The exact same process was followed as described in the first and second
research cycles and details of it are available in Appendix 2.

The three core concepts that emerged from the Grounded Theory process is
depicted in the Causal Loop Diagram below:

Figure 23: Causal Loop Diagram of the three core concepts that
emerged from the Grounded Theory process in the Third Research
Cycle
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It was concluded that if you build a strategic network around your Community
of Practice you will be able to create an environment where knowledge is
continuously shared and transferred so that it increase the abilities of the
group, which means that things will be done better , more effective and this
creates an environment where innovation can take place so that the problems
identified can be addressed in a more efficient manner and this will ultimately
over time increase the competitiveness of the project.

The findings discussed above is summarised in the Causal Loop Diagram
below:

In researching empowerment projects on the primary producer level it was
found that the beneficiaries had a good understanding of the problems they
face in their businesses and they wanted to solve these problems. A
Community of Practice provide these individuals with a platform where they
can share their problems with others in a similar situation and this thus gives
them a shared identity.

Through this shared identity it was found that they lacked strategic networks
from which they can extract various expertise and knowledge that can help
them to build and exchange knowledge so that they develop themselves and
over time learn to do things better in their business. This learning process will
help them to continuously improve themselves and in the end this will help
them to innovate more effectively. This leads to better understanding and
solving of problems in the future.
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Figure 24: Causal Loop Diagram of research findings of the Third
Research Cycle

Level of mutual
Lmderstandmg of
problem/issue
S Level of desire to
solve the problem
Level of mnovation
S Level of building
Level of shared §trateg1c networks
identity
Level of knowledge S
create_s cont'muous Level of buiing and
remvention h
S exchanging knowledge
S
Levelof leamingSLo Level of developing the
do things better abilities of the members

105



4.4

4.4.1

Theory Building process

After reading the three research cycle position papers the three core variables
was summarised that in a grid below. In total there were nine core variables
that best described the research findings.

Table 9: Core variables describing overall research findings

Concepts
Level of symbiotic strategic co-operation
Level of effective mentorship
Level of effective leadership and management
Level of motivation to leam
Level of creating an learning enabling environment
Level of effective Communities of Practice
Level of oroject derailment
Level of motivation for real empowerment
Level of Strategic Networks

The three core variables that derived from the Grounded Theory process in
each of the research cycles was used to build-up the following propositions.

Propositions for the First Research Cycle

Statement 1.1: Level of symbiotic strategic co-operation.

The degree to which the initiator and the project leader co-operate effectively
and efficiently at all levels where both benefits, can help the business to
become more viable in the long-term.

Statement 1.2: Level of effective mentorship.

The degree to which you have a mentor with a vested interest in an
empowerment project who wants to make a success is crucial for the projects
viability in the long-term.

Statement 1.3: Level of effective leadership and management

The degree to which you have effective leadership and management systems
in place that can make effective decisions can contribute to make projects
more viable in the long-term.

Empowerment projects are economic viable when you have a symbiotic
strategic co-operation between the initiators.

Effective mentorship increases the viability of empowerment projects.

Empowerment projects are economically viable when you have effective
leadership and management.
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4.4.3

The Propositions therefore are:
The viability of empowerment projects is increased by initiators that mentor
the group effectively.

The viability of empowerment projects is increased by initiators that have
effective leadership and management skills.

The viability of an empowerment project is increased by leaders and
managers that can act as mentors.

In conclusion the following is clear. To create empowerment projects that are
economically viable you need initiators that have effective leadership and
managerial skills that can mentor the beneficiaries in the empowerment
projects so that they will share in their vision and make a success of the
business.

Propositions for the Second Research Cycle

Statement 2.1: Level of motivation to learn.
The degree to which individuals are motivated to learn can help to build their
knowledge and understanding of the environment in which they operate.

Statement 2.2: Level of creating an enabling learning environment.
The degree to which you create a favourable environment for learning can
help to attract individuals to continuously learn and develop themselves.

Statement 2.3: Level of effective Communities of Practice.

The degree to which you create communities where like minded individuals
can exchange knowledge and practical experience on a variety of issues can
help to increase the skills, understanding and capabilities of individuals.

The Propositions therefore are:
The motivation to learn is increased by an enabling learning environment.

An effective Community of Practice is an enabling learning environment.
An effective Community of Practice increases the motivation to learn.
To conclude my findings for the second research cycle it is clear that a

Community of Practice is an enabling learning environment that increases the
motivation to learn and develop.

Propositions for the Third Research Cycle

Statement 3.1 Level of project derailment.
The level of empowerment projects that fails creates an environment, which
future projects can learn from so that they don’t make the same mistakes.
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Statement 3.2 Level of motivation for real empowerment
he degree to which you have individ that are motivated to farm will help
¢ make empowerment projects more st ]

Statement 3.3 Level of building Strategic §

The degree to which you build SArazeglc Networks around empowerment
projects will help them to gain more knowledge that will help them to make a
success of their project.

The Propositions therefore are:
The derailment of empowerment proj
empowerment.

emmwmrmwwt,

The building of Strategic Networks increases the viability of empowerment
projects.

To conclude the building of Strategit
empowerment projects which th
empowerment, because the infor
empowerment projects from the Stra f i
derailment factors so that real wwwmwerment can take pmme Individuals who
really want to farm and who are motivated will benefit from this.

Clustering of the core concepts

The level of symbiotic strategic co-operation; the level of effe m “torsh:p,
and the level of Strategic Networks same goal
bringing external knowledge into the or tion, so that it can be

viable.

The Ewmﬁ of motivation to learn; the level of creating an enabling environment
for learning; the level of Communities of Practice; has the same goal, since it
is mmuﬁ. creating an environment where knowledge can be shared, transferred
and used to increase the capabilities of the receivers and senders so that it
will benefit themselves and their respective organisations or p

If one look at the level of project der
*egatxve issues that cause empowers jects to fail, bu ne wants fo

make progress and if one want to create more viable e empowerment projects
in the South African Wine Industry, one needs to be mindful of this and "ﬂ:
should be these lessons that guides our thoughts and actions in future. This
therefore can slot in with the group of concepm where there is a need for
knowledge sharing and transfer, even if it is negative inf n that is
shared.

If one look at the remaining conceptﬁ* ar that the level of
real empowerment and the level of ef e leadership and n
have similar goals because both M"mcepts has to do with vi mblllty

108



4.6

If one MWWW the right mmfciwm"mn you will Iet rmﬂ w and in your me ‘ﬂ;m

the effectwe §§§§§§§‘ or manager Wii
and objectives of the company or dep

Below find a summary of my findings a

v

Table 10: Clustering of main concepts from the research findings

Level of Strategic Networks
Level of symbiolic strategic co-operation
Level of effective mentorshi

Level of effective Communities of Practics
Levael of mot;z%éé@‘g in §§§§’§‘§

Level of wwect deraulment

Level of effective leadership and management
Level of motivation for real empowerment

The above clustering of concepts 1
developed respectively in each of the

The level of strategic networks; the level of eff
and the level of effective leadership and management.

Causal mechanisms

The Causal Loop Diagram below de: p between
the three core variables:
A Community of Practice that receives valuable information on a variety of

issues from Strategic Networks can ensure that leaders and manaa::war of
empowerment projects have the latest technology and knowledge to make
effective decisions in their empowerment project. These leaders create new
networks because of this knowledge and this reinforces the system.
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Figure 25: Causal Loop Diagram explaining the causal relationships
etween the three core variables from the overview process
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Figure 26: Causal Loop Diagram explaining the importance of Social
Capital in an organisation to achieve greater leadership and
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As mentloneﬂ& earlier if you are motivated to do something you will let nothing
= in your way to achieve your goals or objectives,

s a strong relationship between the motiv
nd the level of effective leadership as highlig
concepts above.

for real empov
he clustering

When there is motivation for real empowerment the person understands that
the business will not be a success if he operates in a silo. There is a need for
a network of individuals who are willing to share knowledge and ”‘aadwce or
urces so that the business can become viable. The individual who i

o make a success of his/her busi ensure that |
the best individuals in the field 7

luable information and knowledge. This again bu of
the busmes which leads to more effective Communltle of Practices and
improved lemmmh ip and management capabilities. With effective leadership
and management an individual is determined to reach his/her goals and in this
~ase the goal is to have real empowerment in the business.

: Causal Loop Diagram indicating
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Basic Social Process

The initiator of an empowerment project with a real motivation for
empowerment will enhance his Strategic Network. The network increases
Social Capital which brings in more essential knowledge on relevant issues
into the Community of Practice to drive effective leadership and management.
Therefore Social Capital is responsible for increasing the effectiveness of
leaders and managers.

The reasoning behind this is that as the Strategic Network that is build around
a Community of Practice expands, more formal and informal linkages will
develop. The community benefits from this because they have access to more
sources of knowledge and information that could be use in their businesses.

The leadership that will develop in the Community of Practice will be in the
form of Distributed Leadership, since in the community there will be
individuals with specific strengths and preferences. You will have leaders with
great economic skills and others with great social skills and some might even
have both. This will strengthen the Community of Practice and will also
ensure that you do not have a dominating leader who could overpower the
Community of Practice with one dimensional thinking and decision-making.
Effective Leadership and management is what is needed in empowerment
projects in the South African Wine Industry today because it will address the
social as well as the economic issues that empowerment businesses face in
the South African Wine Industry.

We need leadership that can be mindful of the operations that needs to take
place in the vineyards, because if the vineyards are neglected there will be no
crop and therefore no income.

The leadership also needs to understand that there are social issues that
need attention for example training of workers to do their job more effectively,
if managers neglect this side they may also find themselves in a position
where they may suffer huge crop losses, because of poorly trained workers.

Empowerment therefore has two important aspects that need attention, the
social and the economic side. Empowerment projects in the South African
Wine Industry that currently fail has leaders that focus only on one of these
aspects and neglects the other.

Leaders who are mindful of this dynamics of empowerment can create a
competitive advantage and thereby create more viable projects in the South
African Wine Industry. This will then motivate more individuals in the South

African Wine Industry or in any other agricultural sector to start empowerment
projects.
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Figure 28: Overall Answer to the research question
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5.1

5.2

CHAPTER 5: Conclusion and Evaluation

Significance of the Research

In this research study it was found that empowerment projects that were less
successful and unsuccessful had leaders and managers who lacked the
motivation for real empowerment. It was found that these leaders and
managers made bad financial and technical decision that impacted negatively
on the business. These decisions were never challenged by the beneficiaries
of the empowerment project, because they lacked the necessary skills to do
0.

The research results showed that empowerment projects on the primary
producer level in the South African Wine Industry can be successful and
viable in the long-term if it is managed by leaders and managers who in the
first instance have a real motivation for empowerment. It was found that
Distributed Leadership within a Community of Practice with a well developed -
strategic network build around it that increases the Social Capital of the
community will lead to more viable empowerment projects on the primary
producer in the South African Wine Industry.

Distributed Leadership is about leadership that is not dependent on one
individual but it is dispersed among the group. In other words the individual
who have the best capability in a specific situation will take the leadership
role, which will lead to more effective and efficient decisions. This does not
mean that this individual will not be challenged about the decision, the
community still needs to agree with the decision so the individual who takes
the leadership role must justify the decision.

Conclusion

It is clear that the target to achieve 30 per cent transfer of commercial farm
land to black farmers by 2014 will not materialize. There are too many
constraints that stand in the way of achieving this target. Even with the rapid
changes in policy and the introduction of new policies by government over the
last couple of years it is impossible to achieve the target. A last minute push
by government to achieve the target should rather be redirected to establish
more sustainable land reform projects. In the current environment of land
reform in South Africa it looks as if government is trying to establish more
sustainable land reform projects. This is a step in the right direction and it
could lead to better results for land reform in South Africa.

The strategic intent of this research study was to find a practical way to
increase the viability of land reform projects in the South African Wine
Industry on the primary producer level. Land reform in the agricultural sector
in South Africa is failing to create viable black businesses in the sector.

In the wine industry where the management of resources plays an important

role to make a business viable over time the goal was to find out in the first
research cycle how black farmers manage their resources.
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A Grounded Theory research methodology within the Critical Realism
paradigm to answer this question was

it was found that in the less successful an : owerment
projects that there was a lack of le s lack of
leadership was driven by a low level ciaries of

empowerment projects. This led me to do a smm nd uwmrch cycle exactly in
the same manner that the first one was done to understand how you can
increase the trainability of beneficiaries of empowerment projects so that they
can become better leaders and managers of empowerment projects.

in this research cycle it was found that vou ca
empowerment beneficiaries by cre
This led to the Q%?ﬁ?’%‘%%ﬁnity of Pract::: L
\Nenger (1991). In the Community of P e new entrant rs can share
experiences and knowledge with each other, which means they can learn
from individuals in similar situations. Further dﬂewmﬂmmmmm of these individuals
can also take place through cognitive development methods and training.
The method that was found useful for this study was that of Professor Reuven
Feuerstein

Professor Feuerstein researched this g
instruments, which he called Instrume 1y
uses to modify cognitive deficiencies and therefore wwwmest e tramwﬁﬂw ility of
learners. He believes that everyone’s cognitive abilities can be modified and
that this will lead to improve learning.

In the second research cycle it was found that mwpowerment project
beneficiaries gained good technical sl fi
knew how to do their job, but they
what the impact of their actions towsz
also lacked financial and marketing s were no
share any knowledge on these aspects Wlthln the Comm unlty of Pract ice.

£ g, oy

m working in
merstandmg
val product is.

“ld it and
ndividuals

This led to my third research cycle where the goal was to find out how you
m ild knowledge continuously within the Community of Practice. The research
nethodology was similar to that of the first and second mwearch cyctew It was

found that building strategic networt nd the Comm f Practice
would best address this concern. egic network %398”)( be
made up of individuals who have kn or who have the latest
technologies surrounding the part issue of con ithin the

Community of Practice. Building s ﬁ‘:rateglc netwmﬂ«m around the Commun ity of
Practice will increase the Social Capital of the commun ity and this will lead to
better informed individuals. This increase in Social Capital creates an
opportunity to increase leadership and management capabilities of
empowerment beneficiaries.

The leadership can take the form «
Distributed i,%%é%?g%’{? is about the
an individual but it is an emerging proj
(Spillane, 2006).
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This i nd th d actions of a single
leader to leadership as a dynamic org (Harris, 2008).

Within the Community of Practice thi he establishment of
disciplined leaders and managers who are b d and who therefore
can make disciplined decisions and take dlsmplmed actions to achieve a
competitive advantage so that their agribusiness can become viable,

2
%
T
i
o
=
=

Accessibility to resources is not the only determinant that makes a wine
business successful. A new black wine farmer with access to finance is not
guaranteed a successful wine business just because he or she has money.

The successful new black wine producers that were interviewed believed that
the strategic use of all their resources played a more crucial role in achieving
a competitive advantage over time. It | clear that effective
leaders and managers not only mad effective utilization
and management of resources, but ctive decisions on a
vast number of issues that impacte economic viability of
the land reform project. Over time titive advantage for
these land reform projects and it will 1 to become a viable
farming enterprise. This will motivat their footsteps and
learn from these projects so that thei achieve success over
time.

The findings in this research %HMW are firstly dependent on the fact that there
are individuals who have a a passi ion for farming. It is clear that young black
individuals are not interested in careers in the agriculture sector. It is mostly
the older black individuals with a relatively low level of skills who are
interested in farming. This could be attributed to the fact that young black
individuals have a negative image of the farming sector. It could also be
attributed to a Emﬂﬁ mf‘ M‘mmwﬂmﬁme about all the differww career mm‘“mm%
on farms do not have a passxon for {
them would rather look for jobs in o
feel they have a better chance to exc
a whole should do much more to
and there is a lot of room for improvem

The low level of skills in the farming sector shows that there are not a lot of
individuals with the right leadership abilities to take land
reform project on the path to viability. es crucial to develop
individuals who show a passion for farming into leaders and managers by
supporting them and giving them the necessary skills. It is, however,
dependent on the will for development that the individual has for himself. It is
of no use to develop an individual who do not have the desire to go through a
learning process. The individual needs to show a desire to learn and develop
him or herself, otherwise it will be a waste of time and money.



5.3

The individuals who want to be part of a Community of Practice need to have

o v for sharmg k?@@%ﬁ;égégg freely with 0’"‘“‘ rs and should not fee
@ ng ion and knov
iew entrant fa;?ﬁ%?g; The same goes lividuals who
‘ﬁtrategic Network. There should be regular interactions and there
should be a desire to achieve real empowerment.

it is also important that the members of the Community of Practice take
ownership of it. They should be committed to attend the meetings and they
should put topics on the table that they feel is critical for the success of their

he approach to achieve viable land reform projects discussed below can be
useful for government and various other agricultural sectors. When a new
land reform project is undertaken in the South African Wine Industry on the
primary producer level | recommend that the following should be done to
ensure the viability of the project in the long-term.

because withe

The first step should be to get the right people o
the of the project is ‘doomed’. The indiv eneficiaries in

= should be passionate and motivated e farming an /
must have a hunger for success. This is very difficult to measure but there
was a distinctive difference between the beneficiaries within the projects |
interviewed that were on the path to success and those that were either
unsuccessful or on the path to failure. Within successful projects the
beneﬂmanes refused to give up no matter how difficult it was for them to
hey had a force driving them towards success, they had a pa }
ness that could be spotted a ‘mile’ aw hese beneficiaries were
o make a success of the business.

Beneficiaries in successful projects knew and understood the operating
environment of the South African Wine Industry. This is not to say that
beneficiaries that are from outside the industry will not be able to understand
the South African Wine Industry. It is just that those who are familiar with the
mdustry have a competitive advantage over beneficiaries who are not familiar
ith th :‘;ath Afncan %%55‘%% %;%iésgstry From ex ) rer th

Therefore if a land reform project is initiated in the South African Wine
Industry it needs to include beneficiaries who are motivated to make a
success of the business and who are familiar with the industry. If the
beneficiaries are motivated to achieve success but with no prior knowledge of
the mdustry they should familiarize themselves with the industry so that they
now exactly what it would take to make a succe their business.




The second step should be to look for leadership and managerial capabilities.
if there is leadership and management capacity amongst the beneficiaries
who are motivated to start a land reform project in the South African Wine
Industry then it will be a huge advantage to ensure project viability over time.
With leadership | mean that the individual should be able to give direction and
motivate fellow beneficiaries to achieve the vision and goals of the business
over time. With management is meant that the individual should be able to
manage the day to day activities needed in a wine business effective and
efficiently.

If effective leadership and management capabilities are absent in the project
then it should be bought in or it should be cultivated. When leaders are bought
in from outside of the project then they must interpret for the culture, language
and practices of the community (Wenger, 1998).

If leadership or management skills are bought in there needs to be a skills
transfer agreement in place to transfer skills to a suitable successor. It would
be wise to build in a performance bonus based on the success of the project
and the level of skills transferred into the package of the individual. This will
ensure that the individual have a vested interest in the success of the
business. If the business succeeds she/he benefits and if the business fails
she/he loose.

If effective leadership and management are cultivated it is important to
establish an enabling environment where this can take place. If there is a
motivation to learn an enabling or conducive environment for learning has to
be established. This environment can take the form of a Community of
Practice, where like minded individuals with the same goals and objectives
can come together to learn with and from each other.

If one have an effective Community of Practice in place it will be able to create
an environment for knowledge sharing, it will be able to build trust and
confidence; it will broaden the World View of the members; and it will help to
recognize leadership potential. These leaders can be developed into effective
leaders and managers for land reform projects.

Further development and skills transfer that are needed by the new entrant
farmers to successfully steer the land reform project to viability can take place
in this Community of Practice in collaboration with strategic partners. The
ideal would be to create a Community of Practice where you have the
commercial farm owners that manage viable farming enterprises share
knowledge with the inexperienced beneficiaries of empowerment projects.

There is a need for the commercial farming sector to work more closely with
new entrant farmers to ensure viability of their projects. Commercial farmers
have vast amounts of knowledge about farming and government should look
at ways where commercial farmers can benefit somehow in their business if
they take part in initiatives as described above.
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5.4

It will be important to set-up a Strategic MWMOFK around the Comy "munlty of

Pr o that there is a constant exchange ¢ tion and knowl
w and other leading individuals in thei r fields. This ¢
a vhere knowledge is shared and | 1 increase in

he new entrant farmers. The new en rs can then de
uld be useful to implement the technologg 0j

"‘ﬂ’"hts therefore is the Social Capital that is needed to provxmm the new entrant
farmers with the knowledge and skills they lack on the management or on the

technical front.

ease in Social Capital can lead to improved acquiring, organising and
ﬁf 'nformatiaa %aé“é‘aéa couId lead informed bu
es. All of th
petitive ad
1 becomes

5]

Musmess ovear time.

The last step should be to ensure that the decisions taken should be
implemented to achieve the desired results and to grow the business
o s/ over time so that it can becoma— viabl ?few entrant farmers

Various studies have shown that land reform is not sustainable and the
beneficiaries receive little or no economic benefit at all (Agri-Africa
Consultants, 2008). For farming operations to be proflmkmﬂ it should be
u in the long- -term, it has to Iead to real and t / n

industry Chaﬁfw as a mub charter of tha AgrnmEE Charter, mm 1: mmear how
these Charters will benefit farm workers, landless individuals, and those who
shows interest in farming and contribute to effective land reform in the South

cultural sector and in the South Africar ndustry in p
Th E Charter reiterates that 30 per cen ultural land
tra to black farmers by 2014, but in 20 » per cent has

sferred since 1994, There are also no indi that this target
abandon by government.

With recent statements that 50 per cent of land reform projects are failing it
becomes important to look at ways how this situation can be improved. Land
Reform is a vital political issue which could have serious negative effects for
h = 's economy and there is a need to look at ways how to make it
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5.5

mf;government for land reform. Successful land reform projects in Wue South
Afri e Industry are scarce and we need to tand what is n
ore viable land reform projects in th; frican Wine |
adership and management within la projects can |
the viability of land reform projects in South African
n primary producer level.

ﬂ% vast amount of land reform projects in the South African Wine Industry have
leaders and managers who do not know that they don’t know.

is=
LR RS Es 18

Cultivating Leaders

m is a very contentious issue and it is
rate might have very negative con
0 tural sector and ultimately the econo

This study was | mrﬂwﬁmok to find out whm rn@mds to be donm 'H or "a::ﬂw* o create
South Afnca"k W ine E mﬂustry The idea was m f nd out whrﬂ cause WOJects to
ﬁ‘all and to succeed in order to create a solution that could hmﬁm to mmte more
le fand reform empowerment projects. Thlu 2 i
mers to learn from others and see w
do to overcome these pitfalls in ord
therefore have positive effects for lan
ultimately for the whole economy.

Ensuring that Land reform becomes more viable and successful over time in
the South African Wine Industry requires that one needs to be mindful of the
complexity of the issue. As stated by Dérner (1996 pp 38-39) in compiex

Y easy to overlook variables. Therﬂffi 0

cess is heading over time.,

In the research on empowerment projects in the South African Wine Industry
on the primary producer level it was found that the concern variable is a lack
of leadership and management capabilities of the beneficiaries in
empowerment ijmm It was found that most of the projﬁ'%m"’% that failed had
no effective leadership and manauwvwn systems |n place in the qusmess
’ s because the beneficiaries had low levels and had

in managing a business. 0
ent projects in the agriculture indus
ffectively in the knowledge intensive ag

the beneﬂosa
Mt have the s

Dérner (1996, pp.41-42) argues that if one want to operate in complex and
dynamic systems one need to know what its current status is, also what its
status could or will be in the future and how various actions will influence the
wltuatlon Th is what lead him to %{cmw ﬂw”ﬁ: we need stmmmar"m& K wwledi ’

Land reform beneficiaries are mostly farm workers v
these individuals have never been exposed to a business environment.



5.6

They do not understand what is needed to mmke a busmemm viable over tlme
If land reform projects in the South African \ |
o can make effective decisions and
ented effectively it can lead to the
1 the industry in the future.
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Therefore we need leaders and managers in empowerment projects who
understands the complexity of their environments and who understands how
variables interacts with each other and the influence they have on each other
so that they can make effective decisions that would increase the viability of

hich would help to increase their Social Capital. In other words we
need to create an environment where new entrant farmers in the South
African Wine Industry can increase their Social Capital, which would help
them to become more effective leaders and managers within their
communities so that they can help each other to achieve success over time in

th 18SSES.
This is useful because in this scenario there is n leader who stands
out way above the rest of the group, who make d ns without the gr

who make decisions where the rest of the group are not fully aware or
informed of the impact the decision might have on their businesses. In this
case there will be Distributed Leadership within a commam"w that can help
each other to make effective and efficient business decisions in order to
create wabl»&:am busir m%mes in the South African Wine Industry on the primary

In this research process not all of the individuals of empowerment projects in
the South African Wine Industry were interviewed so there may be specific
insights that might have been missed. Another shortcoming that happened in
the second research cycle was that only four individuals was in '%‘;wwiewed in
the first round of interviews and only two individuals in
. This was due to harvesting that to
try, so more insights could be valuab
to see if other individuals in the industry
r insights into the matter.

There is no real evidence that a Community of Practice in the South African
Wine Industry amongst new entrant farmers will achieve effective results. New
entrant farmmm need to take respmmm ility of a Community of Practice and
ne Co ity of Practice fail to
mbers.
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The Strategic rk that must be set-up around the Community of Practice
is therefore crucial to ensure that relevant advice is given and that the advice
ould be implemented without huge financial implications. The members of
the Community of Practice should also reflect on the advice and information
they get in the Community of Practice to see if it is useful or not. They should
also understand why the advice will not work in their situation. More research
is therefore n ‘ how the Community of Practice
should be de s for the empowerment project.

Future research

One need to do further research on Communities of Practice and social
networks since only the tip of the iceberg was touched. There are a lot of new
developments in terms of social networks on the internet, especially with
regards to Facebook Twitter and Llnkedl Information is shared more
frequently and more speedily amon individuals. One need to look if the
information shared leads increase of performance for the
organisation.

This could have more positive effects for land reform projects in the industry.
There are, however, concerns that land reform projects do not have the
technical infrastructure to reap the full benefit of this. Cell phones could
become more useful in this regard and | need to lock at ways how this can be
used to the benefit of the Community of Practice.

Trustworthi

Valuable ins

Healy and Perry (2000, pp. 120-125) identified six comprehensive criteria for
qualitative researchers to judge realism research. The six criteria are used to
review the Critical Realism research framework that was used in this study.

iy Ontological Ag the research is dealing with
complex social t
In this research process the goal was to know how to create more viable land

reform projects on the primary producer Iewwl in the South African Wine
Industry. Land reform in itself is a very complex process in many countries as
well as in South Africa. After 15 years of democracy only 5 percent of
agricultural iand in Sou’m Africa are owned and managed by black people and
from recent f land reform projects in the hands
of black peww have f e their beneficiaries better off.

) tors in the real world that needs to
be mvestxgvﬁw and researched to gain betier insight what factors cause land
reform projects to fail and what could be done to create more viable land
reform projects that are owned and managed by black people.

The above is therefore in line with the ontological appropriateness.



mechanisms and the
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ent validity — Validi ty
it make them contingent
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arch study concentrated to M:’:’m evidence as o why things
happened through Causal Loop Diagrams and the information was received
from information rich sources. The context in which the interviews took place
is described and also the individuals that were interviewed and their positions
are provided.

iii) Epistemology — Multiple perceptions of participants

The information that was gathered in the research came from multiple
perspectlves and individuals. Insights was gained from empowerment projects
re w%wccessful unsuccessful * ndividuals outside of

s if one could learn and

ed is credible because
training and farming

s in this research study t
ividuals who are involved
her in the South African iated industries were
All of the individual: ed have years of
ex =2 in their particular fields. Data that was captured was checked with
the ndlwduaﬁ after the interview with them. Good insights were gained and
Casual Loop mechanisms to understand the relationship between variables.

iv) Methodological trustworthiness

Grounded Theory can be used as a method to investigate phenomena
important to management practice, because it explores the richness and
diversity of the human experience and it therefore contributes to the
developmenﬁ: of middle range theories in management,
{: rt H, Carpenter D, & Lippincott, 1999)

ethodology and it is
“It is driven by the
ely to provide a good

nsure that the theory
t ;sed was grounded in tM a | collected from various
sources and was rigorously analysed and no information that was given
through was discarded. Findings were tested with various individuals within
the South African Wine Industry who are involved with land reform projects.

In this study the three main concepts from each of the three research cycles
was used to build up propositions, which was then used tu co mtm ct the
theory that helped to answer the research question and address the concern.



5.8.2

5.8.3

vi) Construct validity

in the literature review chapter it was showed how the findings are located in
the broader body of knowledge. It is illustrated why the findings in this
research is valid not only for the agricultural sector but also for other sectors
that deals with BEE.

Roadmap

An audit trail was left by documenting every conversational interview to
illustrate how the findings in this research study were obtained. The names of
the individuals that were interviewed as well as the date of the interview were
provided. There are sufficient details about the categories that emerged from
the data and a clear | distinction between the first round of interviews and the
second round of interviews was provided. The constant comparison method
was followed to saturate the categories.

The causal relationship between the emerging categories was analysed and it
was illustrated how the core variables answered the research question in the
particular research cycle. There is also sufficient evidence on the theory
building process that was followed to synthesize the findings from the three
research cycles. From this process the build-up of propositions was
illustrated.

This information is readily available for anyone who wishes to view it. In
Appendix 1 and 2 there is also attached information regarding the second and
third research cycles respectively.

Bridging findings into practice

Findings will be applied in the project to create a Technology Transfer
Enabling Environment for new entrant farmers in the South African Wine
Industry. The findings in the research can be easily transferred to any sector
in agriculture where you have to do with land reform. The agricultural sector in
South Africa share similar situations and concerns when it comes to land
reform. Many farmers in South Africa farm with more than one crop and will
be interested in the results from this study.

The fact that one have low level skills across the agricultural sector in South
Africa and in many other sectors of the economy indicate that the findings in
this research study can be applied to any agricultural industry in South Africa.
The fruit industry will definitely be interested to look at the research findings
and the recommendations to create viable black farming ventures. The South
African Wine Industry is somehow unique in terms of the high capital needs
and the specific skill that are needed but nevertheless lessons learned from
this study can help many other land reform projects.

In a lot of agricultural sectors commercial farmers and new entrant farmers
are working together to increase the viability of the empowerment projects.
This study can therefore also be helpful for these partnerships and there can
be an exchange of knowledge between the various agricultural sectors.
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| approach was followed {t t the research process. The
was sincere and follow oach towards all the
st ders that was interviewed duris rch study. To illustrate that
the research study was done in an ethlcal manner an ethical critique based on
the four questions by Velasquez was followed.

Maximise Social benefits and minimising social injuries

Black individuals who are new owners of land reform projects in South Africa
have farm ownership rights but if projects keep on failing these individuals will
have to sell their farms and lose their ownership rights. This study strives to
ensure that new b mm MW 1 OWners do not have to sell their farms since the
* of ir farming enterprises.
as they get more
ble to buy more farms,

have benefits for rural
cess of black farming
duals to agriculture as

nt, job creation and rurﬁ
e > could attract better edu

=
H

s
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On the negative side this could also attract individuals who do not have a
passion for farming to the South African Wine Industry. When the businesses
of these individuals fail it could have a negative impact on the image of the
industry.

The positive side cutweigh the negative side, since the impact of more viable
black farming enterprises will have far more positive effects on the economy
of South Africa, the South African agriculture sector and on the South African
Wine Industry.

£f

rs that are affected by this research
an rights of all the
and those who are
y the outcomes of this as respected. All the
s of empowerment i ts (succes i, less successful and
unsuccessfu} as well as commercial farmers never undmwmnt any violation
against their human rights.
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Stakeholders who were interviewed were never forced to be part of the
process, thwy h mmﬂ “f"mewmm m‘%f Wpression in other words thwy had the rnqh‘t m
all the Stmﬂﬂﬁﬁwﬂ' Mum th M was interviewed was res mmmm m’w:ﬂ wh@m
interviewees gave confidential information it was never taken into account or
reflected in the research study.



5.9.3

5.9.4

Throughout the research study equality was uphold and the msearcher
I in a dignified manner with all the stakeholders. The outcome:
udy also shows respect for the huma f all the stak
shows that black farmers and white uhou!d work
inst each other if they want to make

ctor in the South African economy.

Justice for all

There is equab”w in the burden and the reward in the outcomes of this
ch study. The burden is on commercial farmers because they have to
the relevant knowledge and skills th Ve gathered o
eir farming enterprises to new black ‘“g“he reward fo
they will receive good faith from government for
there‘fore have a positive effect on the South African agncm m re ¢ hmmr.

The reward is for the new entrant black farmer, who receives all the benefits
from having access to the latest knowledge and technologies at no or minimal
cost The new entrant black farmer will have to make use of this and
if t it in an effective manner in their busin Y

r time.

Fi

The researcher gave the most amount of care and operated in a considerate
manner towards the stakeholders who are close to the research study. The
opinions of all stakeholders were carefully considered and the researcher was
objective when the results were concluded. The researcher made sure that
the mes of the research study was in the best interest of those whom i
if the interest of anyone was exclu e process i it w
urpose. Land %%?@?ﬁﬁ needs to bet

effectwely in H e local and nternatlmmﬂ mhms over time.
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Appendix 1

The Strategic intent of the second research cycle was a direct result from my
findings in the first small win's process. The process is therefore a
continuation in order to achieve my ultimate strategic intent.

tablish a framework fo increase the
aries by increasing their cognitive
better leaders and managers to

The strateg
trainability ¢
competenci
increase the vi

for this cycle w
erment projec
ﬂt they would

The research question for this cycle was how do you increase the trainability
of BEE beneficiaries by increasing their cognitive competencies so that they
can become better leaders and managers?

Theoretical
To increase the leami tial of individuals with a low educational
backgroun eed e concepts of cognitive and meta-

cognitive deve!opmenft Professor Reuven Feuerstein researched this quite
extensively and he dmwmﬂmwm 14 instruments, which he called Instrumental

cognitive al
He defines

The first mi-structured co ! interview therefore was
conducted k male Profe e CEO of Triple L Academy to find
out more about Professor Reuven Feuerstein's methods called Structural
Cognitive Modifiability (SCM) and Mediated Learning Experience (MLE).
Triple L Academy was accredited by Reuven Feuerstein’s institute to use his
material and programs in South Africa.

o3
= i
=2

| then attended a conference called Rese arching Work and Learning, which
was organi | Town and the University of the
Western C white female Professor from the
Department of Life Long Leam t the University of the Western Cape. |
then made an appointment to n th her to discuss my research and to get
more insight from her.

(

After this ntervxew it was clear to me that | needed to speak with leaders ir
the industry t t what their th was on the issue at hand.

| therefore i lack male CEO of the National
Agriculture ern Cape; a black male head
viticulturist i a black male manager of an
empowerm_; nbosch area. All three individuals mentioned
here were Prev10usiy Di %mﬁwmmtmged Individuals {(PDI's)

O oo

Due to the fact that it was harvest time in the South African Wine Industry |
could not source more individuals to interview. | used this data as my first
round of inte

Lok
[



| did second round interviews with a black manager of a virtual wine company
and a black transformation manager at the Deciduous Fruit Producers Trust to
reach Saturation.

Data collection

Data was collected through semi-structured conversational interviews with the
black male Professor from Triple L Academy. | asked the Professor. to give
me more information on the Reuven Feuerstein methodology for cognitive
modification.

| then went on to have a discussion regarding my research with the white
female Professor at the University of the Western Cape, and she gave me a
lot of insights from the adult learning programmes that they run at the
Department for lifelong learning. | wanted to know from her what selection
criteria they used as well as how they identified leadership potential from a
group of learners.

| then formulated the following questions for my conversational interviews with
the black male CEO of NAFU, the black male head viticulturist at the
empowerment project in the Darling area and the black male executive
manager at an empowerment project in the Stellenbosch area.

What is your background — Qualifications and work experience.

What in your opinion does it take to be a good leader (Human skills
and qualifications)

What are the challenges for the emerging leadership

How do you solve problems in your daily work.

List the probiem.

Detail how you solve the problem.

Where you happy in the way you solved the problem.

What is your vision for this organization.

What factors impacts your decision making processes.

What in your opinion will it take to develop a good leader from scratch.
How in your opinion do you select a good leader.

YWYV VYVVVYVVVYY VYV

| then had discussions with the black male transformation manager at the
DFPT and with the black male manager of a black owned virtual wine
company to gather their thoughts on developing leaders and managers in
empowerment projects.

Lata Analvsis

Data was analysed continuously and simultaneously during the Data
collection stage and it was then coded into categories.

In the first round of interviews with the two academics and the three individual
managers as mentioned earlier | ended up with 9 categories.

The following initial concepts were developed:
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Concepts 7 Codes

Level of cresting communities of
practice

wrat ives , People wnth same drive WH
want 10 empower themselves.

Intensive training , Understanding the
grvironment, recognising the barriers and
fow to break them. the right environment for
lenrning, Context in which training takes
Level of crealing an enabling place is a very important aspect, Cresting 8
environment m learn and davedop supportive ervironment where leaming can
take place, Knowledge and skills
iwelopment is |mp0rtam Enah!mo}

=
3

¥ workers
;hat can

! of increasing self-confidence and

You need to have a broader view, & vision
and objectives, Leaders needs a broad view
of life and & vision, Youth developmant is an

Level of increasing world view of ) ,
E important aspect, Lack of business sense,

business Youth paticipation and developmentin
agriculiure is very important, Narrow weorld
view of beneficiaries of empowarmeant
projects

Level of recognising leadership Muotivated Individual that shows good

potential knowledge and apen to learning new things

Motivation to leam must come from

wotivation to leam

\t’\l‘:a

isadership development.

wiedge and information

f effective communication

In the secmmﬁ round of semi-structured conversational interviews with the
sample as indicated through the method of Constant comparison | ended up
with the following concepts. Saturation was achieved because no new
information emerged and no new categories could be developed.
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Concepts

Lonstant Comparison

Level of creating an enabling leaming environment

Level of effactive communities of practice

Level of effective . Level of knowledye and
information sharing

Laval of increasing self-confidence and trust

Level of broa v of buginess
Leve! of reco i potential

Level of moth

Level of lead

| constructed a Causal Loop Diagram of the seven concepts to see the causal
relationships between the variables. From these causal relationships |
developed the Basic Social Process, which is the causal relationship between
the three core variables that would answer my research question.

f
}

Level of leadership
development

S
Level of creating an
enabling learning
envirornmern

Levelof S
effective
QoI
practice

confidence and trust

S
Level of
broader world
business view
/
Levelof S/
recognisin A%
Zere 15~
Three core concepts

Level of creating an
enabling learing
environment

. Level of
effective
communities of




If you want to increase the trainability of beneficiaries of empowerment
projects so that they can become better leaders and managers you need to
create an enabling environment where learning of those beneficiaries who are
motivated to learn can take place. This environment is called a Community of
Practice the concept that was developed by Lave and Wenger.

The three core concepts that emerged from the Grounded Theory process is
depicted in the Causal Loop Diagram below:

| concluded that If you want to increase the trainability of beneficiaries of
empowerment projects so that they can become better leaders and managers
you need to create an enabling environment where ftraining of those
beneficiaries who are motivated to learn can take place. This environment is
called a Community of Practice, the concept that was developed by Lave and
Wenger in 1991.

Level of understanding

cognitive functions \‘

L8vel of assessing

Level of increasing cognitive fimctions
learning potential
5 S
S
Level of building Level of cognitive
cognitive competgncies deficiencies
S
Level of Cognitive S
Level of establishing Intervention programme
effective communities of §
practice

An individual that understands cognitive functions will be able to assess the
cognitive functions of the individuals in the empowerment project and will be
able to map the cognitive deficiencies.

This will help to construct a cognitive intervention programme such as
Professor Reuven Feuerstein’s, Structural Cognitive Modifiability (SCM)
programme that can help to address the deficiencies.

This programme can lead to the formation of a community where like minded
individuals share and learn from each other in order to build up their cognitive
competencies, which in the end can help to increase their learning potential
and it will help others and themselves to better understand cognitive
functions.
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The Strategic intent of the third research cycle was to develop a model where
knowledge could be build and exchange to create a competitive advantage. In
most of the empowerment projects | encountered the beneficiaries had sound
technical- skills and capabilities, but they lacked financial, business and
marketmg skills and there was no exchange and development of Mnowledge
on this. This caused that there was a lack of innovation and there
{ veness and ultimately viability.

=

Communlty of Practice that continuously build and exchange knowledge so

My research question for this cycle was the following: How do you create a
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that constant innovation can take place to make empowerment projects more
viable.

Theoretical samplin

The concept of forming a Community of Practice was discussed with three
@mmwwwmwnt farms in the Northern Cape area, to find out if they wish to take
part in establishing a Community of Practice for them. All of the three
empowerment farms indicated that they were willing to be part of th .l also
interviewed a former black female manager of Casedra and th

Chief Director of Farmer Support a ; ‘
Agriculture in the Western Cape.

Data collection

| then decided to have semi- structured conversational interviews with two of
the empowerment groups. The one group consisted of a group of six small
farmers on “Rooikop”Island in Keimoes and they were a break- -away group
from the Eksteenkuil farming community, a commumty based farming co-
operative which they were members of

The other group was a group of five ind n “Kanon” Island

outside of Keimoes.,

The first round of interviews with the two empowerment projects in the
Northern Cape was explanatory in nature and it was done to get more
background about the groups and to see if they have used training that they
have received in their business and if they were willing to share information
with other empowerment projects.

The theory that emerged from these two interviews led me to have interviews

with a former black female Casedra manager.

I then went back to the two emerging farmer groups for semi-structured
conversational interviews, each which lasted about two hours. | this time also
had the opportunity to have an mformal discussion with the black male
manager of a third empowerment group in Groblershoop.

Mmﬁfhmm %f,,,mpe.

My final interview was with the black male Chief Di urwm:mr of Farmer Support
and Development at the Department of Agriculture in the Western Cape.

Data Analvsis
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Data was analysed continuously throughout the Hgg ct =llect:on process and it
was named and coded into categories, jed
which are shown below:

Concepts des
f poit, better viticultural practices
Level of viticuliural network yi technical advice, build

refationship with technical advisors
Network is crucial to become succe
to beneficiaries, better advice from individuals from outside their
environment, tap into commercial farmer nebworks, no good network
in their own enviranment, players who effer help want 1o build trust
and relationship, initiators leave with the whole netwark, chaperone
that can help with business and financial mat
financial skills constraints in community, finsr nf
Level of financial network husiness will help to make their business more viable over time, Mo
financial uplitment, help with financi
shortcomings can be addressed in a study group, clu
commercial farmers, more efficient ways of knowlac
Level of inclusive knowledge transfer individuals with a vested interest gives good advice, implements
latinship, individuals who wants to

I, transfer of initiator network

Level of strategic network

itiators, open to exchange of
nowledge amongst each other,
amant of Agriculture

35, Grow business over time,
s&, expand farming operations,
rment deals
iing and decisionmaking, corporate
nd trust for faster decisionmaking,
ence and good decision making
decisionmakin
tor motivation crucial to kickstart
ded be!:efm do real

Leve! of motivation for real empowerment

Too much beneficiaries and the wromg pwu 3 mi ned people from
the start, disciplined thought and action process, trustweorthy
3 i partrer

chaperons, disciplined people who wants to farm, good reflection
processes, systems approach to business
beneficiaryexpectations should be managed, neads of indivduals on
farms, new world expectation
mare speedily transfer of land, land ownaership big concern,
government should upgrade senices to help beneficiaries,
Level of expansion difficullies lack of capital cause expansion problems, ownership problems
Infighting in communities, cummumw constitulion, size and

; of initiators to tzsten to others,
failure, starting with the wrong
srment deal structures, reactive way
unsustainable empowerment
&3 @ barrer to entry, no trust
of innovation

Level of diciplined people, thought and action

Level of beneficiary eupectations

Level of ineflective governmen? suppon

Lavel of project derallment

After a process of Constant comparison | ended up with seven concepts. |
organised these concepts into a Causal Loop Diagram to understand the
causal relationships between the concepts.
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Concepts

Constant Comparison

Level of viticultural network
Level of strategic netwark
Level of financial network

Level of strategic network

Level of inclusive knowledge transfer
Level of open infarmation exchange between all
roleplavers

Level of inclusive knowledge transfer

Level of vision to grow the business

Leval of vision to grow the business

Level of constructive regular discussions &
decisionmaking

Level of constructive regular discussions & decisionmaking

Level of motivation for real empowerment

Level of motivation for real empowerment

Level of diciplined pecple, thought and action

Level of diciplined people thought and action

Level of beneficiary expectations
Level of ineffective government support
Level of expansion difficulties

Lavel of project derailment

Level of project derailment

From the causal relationships | constructed the Basic Social Process, which
consists of three core variables that will help me to answer my research
question.

It was clear from the Causal Loop Diagram below that if | wish to create a
Community of Practice that continuously builds and exchange knowledge to
grow the business you need to build a Strategic Network around it.

Level of project

derailment \

e
Level of inclusive
knowledge transfer

Level of motivation for
real empowerment
Level of vision to
grow the business
S
Level of strategic
networks
Level of disciplined
people, thought aréd action S
Level of constructive regular
discussions and
decisionmaking

The Causal Loop Diagram of the three core variables that will help me to
answer my research question
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Level of project

derailment \
O 0

Level of motivation for
real empowerment

Level of strategic
networks

| concluded that if you build a Strategic Network around your Community of
Practice you will be able to create an environment where knowledge is
continuously shared and transferred so that it increase the abilities of the
group, which means that things will be done better , more effective and this
creates an environment where innovation can take place so that the problems
identified can be addressed in a more efficient manner, which will ultimately
over time increase the competitiveness of the project.

To conclude a Strategic Network that is set-up around the Community of
Practice will help to build the Social Capital of the Community of Practice. This
provides the communities with the resources that could help them to address
their problems.

I summarised my findings discussed above in the Causal Loop Diagram
below:

Level of mutual
understanding of

S problemflssue
S Level of desire to
solve the problem
/ Level of building

Level of innovation

S

Level of shared sstrateglc networks
identity
Level of knowledge S
create-s cont‘muous Level of building
reinvention . .
S social capital
S
Levelof leamjngsio Level of developing the
do things better abilities of the members

In researching empowerment projects on the primary producer level | found
that the beneficiaries had a good understanding of the problems they face in
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