—————
KNOW-HOV\& 000

Experience
IN DETAIL

,Vocational training in Africa franchising
the departments to local entrepreneurs”

AP ] )L TN /¥,
| o

AAAAAAAAAAAAAAAAAAAA
HORIZONT. . . . lomwoomsor

Contact



Table of Contents Imprint

Experience in Detail
Table Of CONLENTS ......eiiiiiiie e 2

“Vocational training in Africa
Table Of ChartS ... 2 FANCHISING MhelHepaTmMantao
List Of ADDIeVviations .........cceeeiiiiiiiii e 2
local entrepreneurs”
1. General INfOrmMation ..........cooiiiiiiiiiee e 3
Released in
2. Context of the EXPENENCE.......cccvviiieeeieiciiee et 3
. o ) Vienna, June 2015
3. Main Characteristics of the EXperience...........ccccevvieeeininieeiniieeenne 3
L b
4. BeNEfICIANES ... .ueeeeiiiee e 4 v
B RESOUICES. ...ttt 4 QIR AL
) ) www.horizont3000.at
6. Impact of the Experience/ PractiCe ..........cccceevvivieniieee i 4
7. Lessons Learned and Recommendations............coocveeeeviieeennieeeesnnene 5
Edited by
8. ChAllENGES ... .oiiiiiiiie et 5
. . Young Africa
9. SUSIAINADIILY ...ccciiiiie i 5
and
10. Experience Sharing/ Up-scaling...........c.cccovvviiiiniiiiicncii, 5 HORIZONT3000
11, BiblOGraphy ...cccccvvioiiiiie e 6
12. Appendix - Organisational StruCtUre ............ccccveeiiuieeeiniiiee e 6 With the support of
The Austrian Development
Cooperation (ADC) and the
Member Organizations of
HORIZONT3000
Graphics b
Table of Charts phics by
L . HORIZONT3000
Chart 1 Localization of the eXperience ..........ccoocuvveeiiiiiiniiiiieeeee e 3
Chart 2 Organisational StrUCLUIE ...........ccoorviieiiiiiee e 6
Contact

Dorien Beurskens

dorien.beurskens@youngafrica.org

List of Abbreviations

YA Young Africa
TVET Technical Vocational Education and Training
HoD Heads of Department

' DKA Austria - Development
Cooperation Agency of the
Catholic Children's Movement of
Austrian, Catholic Men's
Movement of Austria — KMBO,
Catholic Women's Movement of
Austria — kfbd, Caritas Austria,
Department for mission and
development of the Archdiocese
of Vienna, Welthaus Diocese
Graz-Seckau, Brother and
Sister in Need — Diocese of
Innsbruck, Brother and Sister in
Need - Catholic Action Carinthia


http://www.horizont3000.at/
mailto:dorien.beurskens@youngafrica.org

1. General Information

Young Africa (YA) is based in the Netherlands
as an umbrella foundation of the independent
NGO'’s: YA Zimbabwe, YA Mozambique and YA
Namibia. The organisation’s purpose is to
empower youngsters (15 — 25 years of age)
through vocational training in combination with
Life Skills and Entrepreneurship Development
in Southern Africa. Vocational training is offered
by franchising all departments of the
educational centers to local entrepreneurs,
leading to self-reliance of the centers in 5 years’
time. This document aims at presenting the
experiences they made in this area since 2001.

Young Africa Mozambique is a partner
organization of HORIZONT3000 and based in
the township Manga near Beira and the rural
area of Macharote near Dondo, both in the
province Sofala.
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Chart 1 Localization of the experience

2. Context of the Experience

Although gender and HIV/Aids aspects are no
explicit element to deal with within the franchise
method itself, working with youngsters in Africa
directly confronts you with gender and HIV aids
aspects. That's why Young Africa offers
compulsory life skills as part of the vocational
training curriculum, where gender and HIV
AIDS aspects are extensively covered. Training
youngsters to be skilled workers but not
educating them how to make healthy choices
and fend for themselves will not lead to
productive workers.

3. Main Characteristics of the
Experience

Vocational training is seen as expensive and
often not demand driven, youth unemployment
in Africa is rampant and for expat development
workers it is a challenge to bring local
embedded development. Franchising the
different departments of vocational training
centres to local entrepreneurs is a solution to all
the above challenges: it leads to self-reliant
centres in which operational costs are covered
by operational income and to skilled workers
educated in a trade for which there is demand,
giving them the ability to find work, whether
employed or self-employed. It also ensures and
strengthens local ownership as all franchisees
are assembled in a forum, have a say in the
overall management of the centre and are
made responsible for the education of their own
youngsters.

The franchise method is developed by Dorien
Beurskens and Raj Joseph, founders of Young
Africa (1998). Their aim is to empower as many
underprivileged youngsters as possible in
Southern Africa. They reacted to the need
expressed by many youngsters that they want
to get trained in order to be able to find a job
and live independently. The franchise system
pretends to give a solution to the following
guestions: how to teach youngsters practical
skills for which is a demand and how to make
vocational training centres independent of
donor money? In the first YA centre, opened in
2001 in Zimbabwe, the franchise system has
been developed by trial and error, in a
participatory process in which founders,
franchisees and local management worked
together to develop a systematic approach. The
other 4 YA centre are replications of the first
one.

Chronologically, the following steps were taken:

e 2001 — 2006 franchise method developed
at YA center in Chitungwiza, Zimbabwe

e 2007 - 2011: approach replicated and
perfected in Beira, Mozambique

e 2011: Young Africa Model for
Empowerment described in a manual

e 2012: assessment for potential franchisees
developed

e 2013 - 2016: YA model applied to
agricultural vocational training in Dondo,
Mozambique

e 2013: YA model replicated in Kuisebmund,
Walvis Bay, Namibia for solar technology

e 2014: Founders of YA present up-scaling
strategy developed under guidance of the
Ashoka Foundation to educate 500.000
youngsters the coming 10 years by building
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5 new centers, 5 centers attached to
industries and  inspire 100  other
organization’s to replicate the YA model.

The overall objective of the activities of YA is
to contribute to poverty eradication by
enhancing the productive capacity,
employability and income of disadvantaged
young people by setting up model self-
sustainable TVET centres in countries of
Southern Africa.

For that aim, the following methods are
applied:
1. Franchise method:
All YA centre use the franchise method leading
to sustainable VET Centres independent from
external aid as far as running costs are
concerned. Every department of a centre is run
as an independent enterprise by a local
business(wo)man as Heads of Department
(HoD), who associate themselves with the
centre by franchising a department. Capital
investments are made by YA, offering them the
opportunity to work with equipment they could
otherwise never afford. Each HoD pays rent for
the use of the YA facilities (land, tools and
equipment,  workshop  space, use of
classrooms, services of janitors and
receptionist, etc.). With the rent, a growing
percentage of the operational costs are being
paid, leading to 100% self-reliance in 5 years’
time. Paying rent is possible because the HoD’s
produce goods and/or render services in the
workshops, cultivate crops and/or also process
or package the products. Also, the students pay
a small fee for their training. The HoD (or staff
employed by him/her) is responsible for training
and following up students. Franchising is a
cost-effective method of running a vocational
training centre.
2. Integral approach:

At Young Africa we strongly feel that for having
a positive impact on the life of a young person,
we need to approach development in an
integral way. We offer skills of hands to make
young people self-reliant, and skills of heart and
mind to enable a life with dignity, purpose and
responsibility. Economic, intellectual, social,
emotional and spiritual empowerment need to
go hand in hand to build up a decent living.
Vocational skill training is our main tool to
achieve employability and entrepreneurship
skills. YA offers 6 months’ courses (35 hours
p/week) in basic competences of various

professions ranging from dressmaking, child
minding, plumbing, building technology,
electrical installation, electronics, computer
hardware, cooking, restaurant service, car
mechanics, panel beating, welding, turning and
fitting, carpentry, secretarial and business
management, accounts, customs and excise,
marketing. The agricultural training centre in
Dondo offers agriculture-related skills training.
Additionally, entrepreneurship development is
mainstreamed into the curriculum and life skills
education is an integral and compulsory part of
the training programmes.

4. Beneficiaries

Main beneficiaries are  underprivileged
youngsters between 15 and 25 years of age
who get the chance to learn a skill by learning
by doing and take part in the production
process of the local enterprise so that he/she
will be able to find a job or become self-
employed. Additionally, local entrepreneurs
benefit from the innovation as they get the
chance to rent a fully equipped work space they
could otherwise never afford; as well as the
vocational training centres themselves for
gaining self-reliance within 5 years.

5. Resources

Resources needed for a full equipped
vocational training centre with 15 departments
are capital expenses for construction,
equipment and capacity building: € 2.5 million;
and operational expenses: € 15,000 per month
per centre to educate an average of 1000
youngsters per year. These expenses are
covered by the operational income of the
centre. 65% are management & administration
costs, 35% are program costs.

6. Impact of the Experience/
Practice

The main impact of the practice is that the
livelihood of trained youngsters increases and
youngsters make healthier choices after being
trained at Young Africa.

Until 2014, 24,000 Youngsters were trained at
an average of 1,000 beneficiaries per year per
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Skills Training Centre. Evaluations in Zimbabwe

and Mozambique have shown that:

e 80% of the educated youngsters feel
economically and socially enriched after
their training

e 88% of the graduated students in
Mozambique find a job, apprenticeship or
start a business

e Graduates in Zimbabwe indicate a 31%
raise in income thanks to the skills learnt

Additionally, 90% of the youngsters make

responsible choices in regard to HIV/AIDS, with

97% of past-students in Mozambique indicating

to make responsible choices to stay alive based

on the knowledge and skills they gained during
their training

7. Lessons Learned and
Recommendations

the right franchisee”. Nevertheless, finding the
right franchisees and good quality staff remains
a challenge.

9. Sustainability

The whole franchise system as described in this
document is a method to make a vocational
training centre self-reliant financially and
organizationally.

10. Experience Sharing/ Up-scaling

The YA centers have low running expenses
from the beginning and have the potential of
self-sustainability. They are able to stand on
their own feet after local management takes
over and can earn an income through
production while training students.

Vocational Training makes students feel
enriched, able to stand on their own feet and to
make a living.

Vocational Training should involve the private
sector and be linked to the demands of the

labor market.

The innovative franchise concept can be and
has been replicated by GO’s and NGO’s.

8. Challenges

The biggest challenge is to ensure that the HoD
has the capabilities and sense of responsibility
required for this position. He/she needs to be a
profit-making  entrepreneur and  skilled
professional, a dedicated educator or willing to
pay for a teacher and an excellent role-model
for the students. It is also important, that he/she
takes up co-responsibility for Young Africa as
organisation.

This challenge has been met so far by intensive
day to day capacity building of the franchisees
from day one till the handover of the centre. We
also developed a tool kit called “How to choose

Conditions for the practice to be replicated

could be:

e Underprivileged youngsters with a need to
get trained in order to become (self-)
employed

e A local organisation willing to set up a
vocational training centre using the Young
Africa franchise method

e Enough funding to construct or refurbish an
educational centre

e Alocal team ready to (learn to) manage the
centre

e Local entrepreneurs willing to franchise the
department and educate youngsters

e Enough economic possibilities to absorb
the YA graduates into the labour market

All YA centre are replications in itself. In the
Netherlands, Zimbabwe and Mozambique we
actively share the Young Africa method and
inspire other organizations to use (part of) the
YA method. So far, experience with previous
projects of YA in the last 10 years, has shown
that the Young Africa centres receive an
enormous amount of visits of governmental and
non-governmental organisations interested to
learn from the experience and methodology, as
for example UNICEF, ILO, the World Bank,
UNAIDS, embassies and ministries, NGO
networks and private enterprises. During 3
years of a previous EU supported action, the
YA centre in Beira, Mozambique, received 24
GO’s and 84 NGO’s on the premises to learn
from its methods. After such a visit, the Minister
of Education announced plans to invest in
competence-based learning for the government
vocational schools in all major cities in the
country, with an integral approach to
development.
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12. Appendix - Organisational Structure

The same organizational structure indicated for Zimbabwe also goes for Mozambique and
Namibia
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Chart 2 Organisational Structure
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