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“whoever believes in me will also do the works that I do;
and greater works than these will he do ”
(John 14:12 ESV)

Great leaders, mentor s, and managers must empower others to fulfil the mission
of any organization. Jesus invested time and energy developing leaders. Only at
the point at which they could properly manage the resource did Jesus empower
them. The teacher wh o offers empowerment too ear ly sets up followers for failure.
On the other hand, the leader who fails to empower capable people creates
frustration.
Part two of good empowerment is engaging your follower to use his/her authority
entrusted to them to ful fil their mission.
Jesus imparted to his followers a balance of both of these concepts. Peter was not
ready for leadership before the crucifixion. He failed to use the empowerment
given to him by Jesus. It required a failure in Peter's life before he mat ured in his
leadership. However, once Peter began to appr opriate from Jesus what He had
imparted to him he became a powerful and effective leader.
Jesus told his disciples they would be able to not only do what He had done, but
they would do even gr eater things than He did.
This is a key attribute of a leader who wants to empower others to advance their
mission.
(Hillman 2011)
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1. EXECUTIVE SUMMARY
a. The purpose of this memo is to discover why d evelopment beekeeping projects
in South Africa have not been able to retain the beekeepers that have been
trained, institutionalised into co -o peratives and provided with equipment.
b. Investigating the zero retention results fro m the projects conducted over the
last 20 years, the author examined the reasons for the lack of retention in the
industry through a number of ke y methods of evaluation including: Pilot
projects; Project visits and evaluation; Desk research; and Interviews.
c. The outcomes discovered during evaluation include: Lack of critical mass;
Unsustainable structures; Inappro priate training; No logistical supp ort; and
most important of all - No access to market .
d. This memo supports microfranchising as a solution that will increase
beekeeper retention through: Enabling critical mass; Enabling sustainable
structures; Enabling appropriate training; Enabling logistical support and
Enabling access to market.
e. Implementation of the micro franchise s will include: Implementing enough
micro businesses ; im plementing the microfranchise structure; Implementing
appropriate training ; Implementing logistical support; and Gaining access to
market.
2. PURPOSE OF THE MEMO
Over ZAR 100 million has been injected into beekeeping projects over the last 20
years by the So uth African Government and other corporate CSI funders .
(Engelbrecht 2010) Over 2000 people have received training and equipment
(SABIO 2010) in the last 20 year s. And yet there is not one sustainable project or
individual that has been retained from this immense and total waste of money.
(Schehle 2011)
Numerous in-depth studies in So uthern Africa and abroad hav e recommended
beekeeping as an excellent vehicle for rural poverty alleviation in developing
countries. (beesfordevelopment 2 011) Sustainable beekeeping has zero
environmental impact and tremendous environmental, agricultural and social
benefits. (Lundall -Magnuson 2011) Tanzania, Angola, Ethiopia and Zambia have
seen thousands of small -scale farmers being lifted out of poverty through
beekeeping. (beesfordevelopment 2011) Why then has the development
beekeeping industry in South Africa not been able to retain the beekeepers it has
tried to set up?
The purpose of this MEMO is to explore the reasons that have caused the 100%
defective retention design that the industry currently utilises; and develop a more
effective strategy (hcmag 2007) that will enable African Honey Bee to thrive as
the development beekeeping industry leader through instituting retention
strategies that are effective, applicable and appropriate. African Honey Bee

promotes an open so urce 1 policy for activities developed for the greater good of
all humanity, believing that serv ice delivery rather than ownership of intellectual
property, should be a company’s competitiv e advantage. (Stubbs 2010)
3. DEFICIENCIES IN THE CURRENT DEVELOPMENT BEEKEEPER RETENTION DESIGN
Method of ev aluation:
The following methods of evaluation were used to determine the retention
deficiency status quo of the development beekeeping industry in South Africa over
the last 20 years : Pilo t projects; Project visits and evaluation; Desk research; and
Interviews .
Pilot projects
The author has been involved in various pilot projects over the last 5 years. Each
of these pilots were implemented and structured according to SABIO 2 and the
South African Government accepted and endorsed designs. The author was
personally involv ed in three projects in the Western Cape and one project in the
Northern Cape. He also developed a business model for the Freestate government.
Not one of these projects has been sustainable.
Project visits and evaluation
The author has visited numerous failed projects in So uth Africa and successful
projects in Ethiopia and Ghana.
Desk research
Various publications both online and in print format have been read and
evaluated.
Interviews
Interviews have been held with various participants in the developm ent
beekeeping industry in South Africa including; beneficiaries, donors, facilitators,
professio nal beekeepers, academics and packers.
Outcomes
From the research co nducted, it was found that all the development beekeeping
projects in So uth Africa were un able to retain beekeepers primarily because of the
following key reasons : Lack of critical mass; Unsustainable structures;
Inappro priate training; No logistical support ; and most important of all - No
access to market .

1

The idea of open source is to eliminate the access costs of the creator by reducing the restrictions of copyright. This will
lead to creation of additional works, which build upon previous work and add to greater social benefit. (Coop 2008)
2
South African Bee Industry Organisation, www.sabio.org.za

Lack of critical mass
Beekeeping projects in South Africa over the last 20 years have not progressed
further than pilot pro jects consisting of a handful of beekeepers each with a few
hives. Strangely no one seems to have researched why these small uneco nomic
units have never survived and even more strangely, even tho ugh they continue to
fail, the industry keeps on reusing the same design. Another problem is that the
beekeeping developm ent practitioners in South Africa keep copying other African
countries and their successful beekeeping co -operatives witho ut understanding
the socio-economic differences between those countries and South Africa. In
Ethiopia as an example, rural subsistence villages are still spread out over a large
area. Each homestead is surrounded by their own agricultural fields and grazing
areas. Each household owns a few hives that are managed by the village cooperative employed beekeeper and all ho ney is sold to a government run agency .
These villages are sometimes spread over 100 km (Ayal 2010) and so there is
enough carry ing capacity for all the bees. Because beekeeping only generates a
minimal income per family it has remained primarily a secondary income source.
In So uth Africa, colo nialism, Apartheid and mining eurocentricised African villages
and they were transfo rmed into peri-urban and urban type settlements, n o longer
spread over a large area and therefore disabling subsistence livelihoods. The Glen
Grey Act was a movement started in 1894 by Cecil Rhodes which forced rural poor
to seek work in cities and mines . The Act obliged the payment of tax with the
specific aim of forcing peasant farmers, who were not part of the money eco nomy,
to find work that paid money in order to pay the taxes. The Act was a deliberate
move by Rhodes to force labour to the mines. (Meredith 2007) As a result, the
eurocentric villages do not have the carrying capacity 3 that traditional African
villages have and in the South African co ntext - had. This therefore thwarts the
system where every household is able to participate in beekeeping as a secondary
income generat or.
Many of the unsuccessful beekeeping projects fail ed because they were modelled
on inappro priate methodologies designed for socio -political environments
different to the South African environment. (Stubbs 2010)
Unsustainable structures
In attempting to stimulate social cohes io n amongst rural peasant farmers , the
South African government has been providing access to funding through cooperatives. (DTI 2011) This has forced communities seeking funds to form and
manage their businesses co -operatively .
A broad typology of agricultural cooperatives distinguishes between agricultural
service co -operatives, which provide various services to their individually farming

3

The carrying capacity of a biological species in an environment is the maximum population size of the species that the
environment can sustain indefinitely, given the food, habitat, water and other necessities available in the environment.

members, and agricultural production co -operatives, where production resources
(land, machinery) are pooled and members farm jointly. (Cobia 1 989) Agricultural
production co -o peratives are relatively rare in the world, and kno wn examples are
limited to collective farms in former socialist countries and the kibbu tzim in
Israel.
Co-operatives that are formed by existing farmers are usually successful because
the social-cohesion is voluntary. The beekeeping projects in South Africa (all
unsuccessful) have all been set up and run as co-operatives. The author has
witnessed first-hand, fist fights amongst members when receiving equipment
meant for sharing. Farmers cannot be fo rced to farm co -operatively. This has
contributed immensely to the failure of development beekeeping in South Africa.
Co-operatives have no t bee n an appropriate vehicle for retaining beekeepers on a
sustainable basis.
Inappro priate training
The author researched the availability of appropriate develo pment beekeeping
training material and systems in South Africa. Besides a very comprehensive but
academic and therefore inaccessible to rural semi -literate peasants : Beekeeping in
South Africa, published by the Agricultural Research Council and edited by Martin
Johannsmeier , (Johannsmeier 2001) there is no training material or even
appropriate training available for development beekeeping in South Africa.
Training of development beekeeping has largely consisted of 2 week “hobbyist”
type courses (Moodie 2008) that only act as an introduction to beekeeping . The
lack of appropriate and delivery of inappropriate training has been another cause
for beekeeper retention failure amongst the develo pment beekeeper industry
segment.
No logistical support
All South African beekeeping projects researched b y the author had ceased to
exist at the time of research . When ex-beneficiaries were asked what happened,
the most common reply was that the development agency that had implemented
their projects, had trained them for two weeks, provided them with a whole lot of
beekeeping equipment and then had left them to go on as best they could , usually
because funding had run dry . (Ngwenya 2011)
No access to market
Various initiatives such as INYOSI HONEY have attempted to sell developmen t
beekeeper honey pro ducts. Primarily because of lack of critical mass, none of
these initiatives has become sustainable o r commercially viable. One constantly
reads depressing articles like the recent “KZN's R1,8m bee investment retur ns
R7,710 in honey ” view http://politicsweb.co.za (Steenhuisen 2011) Even if
development beekeepers are able to pro duce honey, it is usually of such low
quantity that it is not economically viable to transport it to market.

4. MICRO-FRANCHISING – A SUSTAINABLE BEEKEEPER RETENTION DESIGN
Microfranchising is a business model that applies elements and concepts of
traditional franchising to small businesses in the develo ping world. It refers to the
systemizatio n and replication of micro -enterprises. Mic rofranchising is broadly
defined as small businesses that can easily be replicated by following proven
marketing and operational concepts. (Felder-Kuzu 2008) The overall objective of
microfranchising is to promote economic dev elopment by developing sound
business models that can be replicated by entrepreneurs at the base of the socio economic pyramid (bo ttom of the pyramid or BoP); therefore, helping to solve the
"necessity entrepreneur" dilemma by providing job opportunities t o those who
lack fundamental entrepreneurial skills. The key principles are replication,
sustainability, cost effective support mechanisms, access to market and social
impact. (Fairbo urne, Gibson and Gibb 2008)
Microfranchising is an innovative, new development tool that follows in the
footsteps of microfinance and microcredit. The impetus behind the idea is to
provide sound business opportunities and services to the poor by introducing
scaled-down business concepts found in suc cessful franchise organizations.
Microfranchising attempts to solve the dilemma of the "necessity entrepreneur"
by providing job opportunities to those who lack fundamental entrepreneurial
skills. (Fairbourne, Gibson and Gibb 2008)
There is a lack of employment opportunities in developing co untries leaving nearly
one half of the world’s population (3 billion people) living in acute poverty (living
on less than two dollars a day). Therefore, many people have no choice but to
start microenterprises in order to survive. The International Labo r Organizatio n’s
2002 report indicates that 72 percent of Sub-Saharan Africa ’s po pulation o perates
within the informal sector, eking out a hand -to-mouth survival. Furthermore,
many of the small businesses operated by people in developing countries fail or
exist on subsistence levels, leaving hundreds of millio ns in poverty. (ILO 2002)
Microfranchising is a new tool designed specifically to assist these entrepreneurs
to become more successful and reach economic self -reliance, thro ugh the
provision of successful business models with the necessary initial and on -going
training needed to succeed. (Oduor 2007) Microfranchising is able to effec tively
address the issues o f critical mass, appropriate structures, training, logistical
support and access to market in a way that increases develo pment beekeeper
retention in the industry . Microfranchising not o nly ensures sustainability,
alleviates poverty and creates jobs, but also enables commercial viability and
wealth creation. (Jansen, Ardts and van der Velde 2001)

5. WHY IS MICROFRANCHISING BETTER?
Enabling c ritical mass
A microfranchise is a sustainable, self -sustaining, commercially viable business
model that enables micro beekeeping businesses to participate in the mainstream
global honey markets. The concept is based on achieving commercial viability
through critical mass i.e. a minimum of 100 beekeeping busin esses each with 100
hives, collectively producing an initial 300 tonnes of value added honey annually.
In order to calculate the required critical mass, extensive financial modelling
produced a break even result from 100 micro beekeeping businesses (BKBs) each
farming with 100 hives as illustrated below:

In contrast the graphs below illustrate on the left - 50 BKBs x 10 0 hives each and
on the right - 100 BKBs x 50 hives each.

Enabling sustainable structures
By instituting a partnership between franchisor and franchisee where franchisees
benefit from equity participation in the franchisor business; a number of
incentives are established that contribute to wards sustainability (Malila 2007) :
1. Unlike traditional dev elopme nt projects where a development practitioner is
involved as long as the project co ntract lasts, a micro franchise structure
ensures on-going participation including the sharing of benefits and risks. A

micro franchise is a true partnership between incubato rs and tho se incubated.
(Terry, McKinnon and Michelle 2006)
2. The franchisor, franchisees, employees and communities all benefit and carry
risks associated with the business ensuring sustainability.
3. Franchisees are independent micro businesses able to choose whether they
wish to farm co -operatively or independently . (PersonnelToday 20 07)
Enabling appropriate training
Discontinuous, rapid change requires that individuals c ontinually hone their
knowledge, skills, and abilities. (Gandolfi 2 007) The global business environment
is changing so fast that it is critical to focus on learning. (Woodland 2007) Two
types of tra ining are made possible through a micro franchise:
1. Holistic training (Chao, O'Leary –Kelly, et al. 1994) which emphasizes the value
of producing ho ney bee products and sharing resources in a manner
sustainable to the environment and to the community, through the cooperative
efforts of the community. (ARI 2011) It stresses the importance of making the
best use of locally av ailable resources and it leads toward the development of
vibrant self-reliant rural communities and villages. (PersonnelToday 2007)
Through the efforts of the whole community, the micro franchise enabl es
poverty alleviation o n a permanent basis . Training should las t at least for 1
year (Dessler 2004) and receive NQF Level 1 accreditation (SAQA 2011). Nick
Whitelock, founder of BigPicture Learning, says "Adults learn in a very ego centric way . They interpret information in a way that is relevant to their
individual needs and so cherry -pick the information they think they need.
Communicating often -complex … issues in an informal, fun and visual way
allows people to 'discover' the informatio n and assimilate it t o their own life
experiences, making it more relevant to themselves and therefore more likely
to be retained. Likewise, encouraging the sharing of ideas within a small gro up
promotes insight and understanding and for many people unlocks the 'ah -ah'
factor where connections are made and real learning takes place." (Whitelock
2003) Holistic training therefore focuses on:
a. Personal Growth – meaningful self -reflection through exposure to new
insights and experiences, leading to a dee per understanding of what it
means to serve as leaders for the people. (Katz 2007)
b. Enrichment of Rural Life – putting value in nature – the beekeepers and
rural communities that form part of the micro franchise – and finding
dignity and satisfaction in producing honey bee products by their own
hands. (Roberts and Pregitzer 2007)
c. Community Based Approach – learning through sharing – sharing o f
knowledge and sharing of life.
2. Franchise specific training ensures that all franchises are operated in an
identical fashion acco rding to the already proven system that the franchisor
has created. The initial training also allows the franchisee to learn the
operations of the business quickly and easily. Additional training , mentorship
and extension serv ices are also provided througho ut the franchisee's tenure as
well. Training include s everything that a fr anchisee needs to know about the
specific method of beekeeping promoted by the franchisor as well as how to
use equipment , how supplies are to be obtained and honey bee products

delivered. The training also provides h uman resource information as far as
hiring and managing employees. (Daszkowski 2011) A reference manual is part
of the training package. It is important to note that franchisors are not
necessarily seeking o ut potential franchisees with the beekeeping industry
experience. It is often better to start fresh with franchisees that come to the
table with a clean slate s o that it will be easier for them to follow the business
plan already in place. Franchisees feel motivated if they believe that they are
able to learn, perceive benefits from the training, understand their own
training needs, and see a link between the tra ining and their career goals.
(Noe, et al. 2007) The objectives of franchise training should include a) a
statement of outcomes of what the franchisee is expected to do, b) a
statement of the expected quality or level of perfor mance, and c) a statement
of the conditions under which the trainee is expected to demonstrate that he
or she has learned . (M ager 1984)
Enabling lo gistical support
Because of the micro franchise structure, the franchisor is able to provide the
following support for franchisees:
1. Manage fund disbursement
2. Administer loan repay ments
3. Source & supply all equipment and stock at below market rates
4. Identify and pre -qualify all beekeepers for training
5. Provide and/ or manage training and mentorship/ field extension services
6. Ensure quality control, organic & fair -trade accreditation
7. Establish a market for raw and value added honey bee products
8. Facilitate the selling o f honey for the BKBs
9. Record and document all business results, and
10. Develop new ancillary businesses and IP
The franchisee can therefore concentrate solely on producing ho ney.
Enabling access to market
Supermarkets and other retailers prefer to source large, guaranteed volumes of
honey bee products from centralised suppliers. The franchise is therefore a
perfect vehicle for this application. Collecting, monitoring, packing, quality
control and distribution of honey bee products from hundreds of micro b usinesses
can be centralised, co ordinated, marketed and sold through a principal network.
6. IMPLEMENTATION STRATEGY
Microfranchising will be implemented in the poverty nodes that have been
identified to have beekeeping potential.
1. Enabling critical mass – 100 BKBs each with 100 bee hives will be set up
simultaneously . This will require that the total funding requirement must
be in place and accessible to achieve the desired critical mass.
2. Enabling sustainable structures – the BKBs will be set up as franchisees
owning equity in the franchisor.

3. Enabling appropriate training – two methods of training will be
implemented, the first, a holistic self -development type of training and the
second a franchi se specific type of training.
4. Enabling logistical support – managers will be deployed to look after hubs
of 20 BKBs each. These managers will be employed and equipped by the
franchisor to provide logistical support to the BKBs.
5. Enabling access to market – the franchisor will develop relationships with
retailers, assuring off -take agreements and thereby ensuring guaranteed
markets for the BKBs.
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