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1 Introduction 

1.1 Background to this Document 
The purpose of this document is to provide guidance to public bodies who would like to replicate the 
Zibambele road maintenance contract system within the wider context of the Expanded Public Works 
Programme (EPWP).  Zibambele was specifically developed to efficiently and effectively maintain the 
KwaZulu-Natal rural road network while at the same time maximise the positive social impact. The 
intention is to use the EPWP to provide “Zibambele-like” employment opportunities in the 
infrastructure, in other parts of the country. 
 
 

 
This document will: 

• Assist the public bodies interested in establishing similar programmes 
• Document the key aspects of the Zibambele Programme as a Best Practice 

Programme under the EPWP 
 

 
 

1.2 Background to the EPWP 
The EPWP was announced by President Thabo Mbeki in his State of the Nation Address on the 14 
February 2003: “……..the government has decided that we should launch an expanded public works 
programme. This will ensure that we draw significant number of the unemployed into productive work, 
and that these workers gain skills while they work, and thus take an important step to get out of the 
pool of those who are marginalized”. 
 
The key objectives of the programme are to:  

• Over the first five years create temporary work opportunities and income for at least one 
million unemployed people; 

• Provide needed public goods and services, labour-intensively, at required standards, through 
mainly public sector resources and public and private sector implementation capacity; 

• Increase the potential of participants to earn a future income by providing work experience, 
training and information related to local work opportunities, further education and training, and 
SMME development.  

 
There have also been repeated calls to grow the EPWP even faster and it is the intention that 
replicating Zibambele in other areas will contribute to this accelerated growth of the EPWP. 
 
Workers are employed under the Code of Good Practice for Special Works Programme or under the 
Learnership Determination for Unemployed Workers. The Code was gazetted by the Minster of Labour 
after discussions with the National Economic, Development and Labour Council (NEDLAC). It allows 
for special conditions of employment to facilitate greater employment on projects including:  
 

• Employers may set rates of pay locally at self targeting rates, to avoid attracting workers away 
from more permanent employment; 

• Reduced obligations for employers apply, in that no UIF insurance payments are required; 
• Task based payment is allowed for labour-intensive works. 

 
These special conditions of employment are on condition that: 

• Participants have an entitlement to training, skills development and information (participants 
should undergo 2 days training out of every 22 days worked1); and 

• The duration of employment is limited to a maximum of 24 months employment within a five 
year cycle.  

 

                                                   
1 This is according to the Code of Good Practice for Special Public Works Programmes, gazetted by the Department of Labour. 
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Exit strategies will be developed that will identify potential work opportunities for participants once they 
leave the EPWP programme. Opportunities include:  

• Longer term employment 
• Self employment  
• Further education or training  
• National youth service opportunities 

 
The exit strategies will inform the training provided. In some cases the exit strategy may result in 
participants being offered training, which is not related to the work being carried out under the EPWP 
programme.  
 
Funds for EPWP programmes are being allocated by National Department, Provinces and 
Municipalities through their normal budgeting process. Where possible, conditional grants have been 
used that require that labour-intensive methods are used. In this way it is envisaged that Government 
Departments will be required to change the way in which normal expenditure occurs, while 
simultaneously providing quality services where they are needed. Auditing of compliance to the 
requirements in the conditional grants will be undertaken.  
 
To focus the programme the EPWP has identified four sectors:  

• Infrastructure  
• Environmental  
• Social  
• Economic  

 
A sector plan has been developed in respect of each Sector (the Economic Sector plan is still in draft 
form). The plans set out the way in which the EPWP will be implemented in respect of each sector.  
 
The EPWP is a cross-cutting programme which relies on a range of government and spheres of 
government. All government bodies and state owned enterprises are required to participate in the 
programme. The National Department of Public Works (DPW) is responsible for overall coordination of 
the programme. The DPW’s approach has been to create a supportive and enabling framework and 
environment for the programme to be successfully implemented by government bodies across the 
Sectors.  
 
The EPWP Unit within the DPW is responsible for day-to-day coordination of the programme. The key 
components of its role is summarised as follows:  

• Creating a supportive and enabling environment for the implementation of EPWP projects; 
• Coordinating activities of different public bodies so that wherever possible they are aligned 

through for example developing common guidelines; 
• Facilitating learning between public bodies and the implementation of public works projects 

and programmes; 
• Monitoring, evaluating and reporting on the EPWP and 
• Assisting with the identification of opportunities to implement EPWP projects. 

  

1.3 Rationale for a Zibambele-like Programme 
While an Expanded Public Works Programme that addresses social infrastructure backlogs can 
stimulate further growth under conditions where there are strong economic institutions, this is not the 
case where the economy has been stagnant for several generations (rural communities and small 
towns). 
 
Addressing the crises of poverty and unemployment in the rural sector will require an Expanded Public 
Works Programme that specifically targets backlogs in economic infrastructure that will create the 
necessary multipliers to improve on sustainable livelihood prospects within beneficiary communities. 
Backlogs in economic infrastructure that require urgent remedial attention include rural roads, 
livestock dipping and handling facilities, dams, bulk and small irrigation systems, land settlements, 
electricity and telecommunications. Public Works investments in rural economic infrastructure can be 
managed to create significant work opportunities and, at the same time, provide the platform to 



Practical Guidelines for Replicating Zibambele 

 5 

increase agricultural productivity and to diversify the rural economy. The ongoing maintenance of rural 
infrastructure can be unbundled to create massive Zibambele opportunities. 
 
The potential to roll out a “Zibambele-like” contract system as part of the Expanded Public Works 
Programme is presented within the context of maximising temporary work opportunities to create a 
condition for sustainable development, economic growth and employment. To this end it is 
recommended that the initial roll out of Zibambele, as integral to the Expanded Public Works 
Programme, be done as part and parcel of a more holistic but targeted intervention.  
 
 

 
It must be emphasised from the outset that any attempt to replicate the Zibambele  

contract system must give due consideration to the importance of “going to scale”.  
 

Zibambele must also be introduced within a wider planning and road network 
management context and not as a stand alone project / programme. 

 
 
 
Thus in KwaZulu-Natal the Zibambele contract system has been designed as part of a broader Roads 
for Rural Development programme and the Road to Wealth and Job Creation Initiative. It thus forms 
part of a wider “package” of interventions specifically designed to: 
 

• reverse the legacy of separate development planning; 
• renew beneficiary communities through the creation of a wide range of employment, 

enterprise development and supply opportunities; 
• strengthen the democratic process in resource poor communities by assisting the rural poor to 

organise to engage government and to take better advantage of new policy environments and 
programmes designed to improve their quality of life. 

 
In KwaZulu-Natal the construction and maintenance of roads was identified as a sector that could 
create a wide range of opportunities that specifically targeted different sectors of the rural population 
both in terms of their vulnerability and their potential to develop. 
 
 
 

It is strongly recommended that the Zibambele contract system be replicated as a 
targeted intervention and not simply as a loosely defined anti-poverty intervention. 

 
 
 
Poverty in South Africa has become a highly contested political concept and there is a lack of 
consensus on how to define and measure it. This is well illustrated by the debate that poverty in South 
Africa may well have increased, since 1994, despite massively increased social wage spending by 
government. 
 
The Zibambele contract system, as introduced by the KwaZulu-Natal Department of Transport, 
specifically targeted those among the poor and unemployed who were considered to be the most 
vulnerable and destitute. In South Africa race, gender and domicile are all important factors influencing 
income and poverty distribution. It is thus well documented that, throughout South Africa, black African 
women-headed rural households feature prominently amongst the poorest of the poor. The Zibambele 
programme in KwaZulu-Natal has positioned itself as a gender affirmative programme that recognises 
that the most marginalised and disadvantaged sector in KwaZulu-Natal is women-headed households 
and their children. In the planning stages of Zibambele the number of women-headed households and 
the number of households considered ultra-poor was factored into the scale of operations and a target 
of 40 000 maintenance contractors was set at the launch of Zibambele in January 2000. 
 
In the KwaZulu-Natal case study “being ultra-poor” was defined as “having no regular source of 
income” and a selection process was introduced whereby communities identified and confirmed those 



Practical Guidelines for Replicating Zibambele 

 6 

households with no income and gave preference to women-headed households. However, the 
programme is designed to appreciate the multidimensional nature of poverty and that poverty 
alleviation programmes must necessarily address more than just a lack of income. To this end the 
Zibambele road maintenance contract system, as developed by the KwaZulu-Natal Department of 
Transport, has endeavoured to establish a causal link between Zibambele and our constitutional Bill of 
Rights, particularly socio-economic rights.  
 

1.4 Background to Zibambele Road Maintenance Contract System 
Zibambele (“Doing It For Ourselves” in isiZulu) is a form of routine road maintenance using labour-
intensive methods in which a family or household is contracted by the KwaZulu-Natal Department of 
Transport to maintain a specific length of road on a part time basis. The Zibambele system specifically 
targets the long-term unemployed in rural communities. In its initial phase the programme has focused 
on those families that rural communities themselves identify as most destitute. It is a strongly gender 
affirmative programme in that, thus far, some 95% of all Zibambele contracts have gone to women-
headed households. This, in itself, is a major breakthrough in rural development initiatives within 
KwaZulu-Natal. Although women are the majority gender in rural populations, rural society in 
KwaZulu-Natal is still strongly patriarchal. Indeed, if rural women have a voice it is often only through 
men and men are usually left in control of programmes designed to uplift women. Zibambele 
contractors have been organised into savings clubs to facilitate their cost efficient supervision and 
training. It is the Department’s intention to support Zibambele savings clubs by assisting them to invest 
their collective savings in productive enterprises which, ideally, will create a new cycle of job 
opportunities for their families. 
 
 

 
• In 1999 the KwaZulu-Natal Department of Transport piloted the Zibambele road 

maintenance contract system through 2 700 contracts as part of its Road to 
Wealth and Job Creation Initiative.  

 
• 25 267 Zibambele contracts had been awarded by August 2005 (24 004 women, 

1 263 men) and the Department is on target to award 40 000 contracts by 2009. 
 

• Zibambele contractors maintain 15 423 kilometres of the KwaZulu-Natal rural 
road network. 

 
• Payments to Zibambele contractors, since 1999, total R278.3 million. 

 
• More than 90 cents in every Rand spent on the programme accrues to the 

contractors2. 
 

• In August 2003 the Department launched the Zibambele Savings Club 
programme. 

 
• Contractors are organised into some 600 savings clubs and by August 2005 

they had collectively saved over R2.8 million. 
 

 
 
It is important to emphasise that the Zibambele programme was not conceptualised in isolation and 
that it forms part of a much more comprehensive service delivery package which, under the Roads for 
Rural Development Programme, is designed to create a more balanced road network within KwaZulu-

                                                   
2 Note that a useful international measure to determine the relative success of anti-poverty / pro-poor programmes is the 
proportion of budget that accrues to beneficiaries. Anti-poverty programmes should be designed with this in mind. An overview 
of the cost-effectiveness of the Zibambele programme can be found in various publications by Ms Anna McCord, including 
“Zibambele Cost Effectiveness and Impact Analysis” (SALDRU – University of Cape Town). 
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Natal and, under the Road to Wealth and Job Creation Initiative, is designed to maximise job and 
enterprise development opportunities in the road construction and maintenance sector. 
 
A basic tenet of the Road to Wealth and Job Creation Initiative – presented at the October 1998 Job 
Summit – is that roads of different status and performing different functions lend themselves to a wide 
range of design features. It is because of this variability in design that the socio-economic profile of 
beneficiary communities can be factored into road service provisions. Thus, for example, low-order 
roads require standard design and lend themselves to labour-absorptive road construction methods 
which are also supervision-intensive. They thus create job opportunities both for unskilled, clerical and 
supervisory workers. Higher order roads require detailed designs and create opportunities for a wide 
range of professionals, contractors, suppliers, entrepreneurs and skilled and unskilled job seekers. 
 
Road construction projects are, by definition, short-term high-level investments. They are generally the 
largest single-capital investment made in rural development. For example, a kilometre of blacktop road 
requires a similar capital investment as a substantial school or clinic.  
 
Road maintenance, on the other hand, is associated with annual investments that are sustainable as 
long as the road has value for the community that it serves. Road maintenance activities, therefore, 
can be managed to create long term and sustainable new opportunities. 
 
Road networks can be managed to create separate baskets of opportunities that do not compete. 
Thus Zibambele was specifically designed to maintain lower order roads while Vukuzakhe was 
designed to provide emerging contractors with construction opportunities on all roads and periodic 
maintenance opportunities and routine maintenance opportunities on higher order roads. 
 
Traditionally routine maintenance of rural roads has been carried out by road authorities with the use 
of graders and labour gangs. Labour gangs are normally accommodated in road camps and 
transported long distances each day to carry out routine road maintenance activities in areas where 
there is an abundance of unemployed labour. This system is both costly and difficult to supervise. 
Indeed, it is precisely for this reason that many African countries, and in the case of Zibambele the 
KZN Department of Transport, introduced the Lengthman Road Maintenance System. 
 

 
In summary, the main reasons why the Zibambele programme was established was to 
provide sustainable opportunities and life skills training for destitute households, the 
majority of which are headed by women who have been widowed through decades of 

civil conflict within KwaZulu-Natal. 
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2 Programme Phases 
Both sets of experience were reconsidered. Reflection upon the reasons for success and the 
difficulties experienced indicated the importance of the process by which programmes are established; 
in particular: their initiation, early stages of expansion, training and institutional framework. While the 
lists of reasons for success and failure are useful as a checklist of issues which require attention, they 
do not provide any guidance as to how to go about the establishment of a programme. A strategy is 
required to establish large-scale employment-generation programmes for the construction and 
maintenance of public works. The strategy includes the following: 

• Major policy- and decision-makers must understand the concepts and principles of 
employment-intensive construction and the guidelines regarding a programme approach to 
long-term development programmes. 

• A long-term perspective must be adopted in which a programme is developed (not ad hoc 
projects). 

• Identification and delineation must be carried out of the type of work and project which could 
incorporate greater use of local resources, in particular unskilled and semi-skilled labour and 
clerks, supervisors, technicians and administrators. These would include detailed analysis of 
the extent to which local resources could be used (technical assessment). 

• Attention must be paid to the other factors listed in the “Reasons for Success”: including 
institutional, organisational and socio-economic factors. 

 
To ensure success it is advised that the programme be dealt with in definite phases. These phases 
are pictured in a detailed diagram in Appendix B. The establishment of a “programme” (not “project”) 
for large-scale replication of innovatory work, such as a Zibambele-like maintenance programme, 
would be possible through the following phases: 
 

1. Feasibility Phase 
2. Planning Phase 
3. Implementation Phase 
4. Operations Phase 

 
 
 
 
 
 

1. PROGRAMME FEASIBILITY; feasibility 
investigation, entrusting a ministry/department with 
responsibility for the programme, setting up an 
Executing Unit to outline the programme 

2. PROGRAMME PLANNING; detailed plan with 
detailed estimates of costs and benefits for a full 
scale programme, proposal for a pilot project, 
request and allocation of funds 

3. IMPLEMENTATION; setting up an Implementation 
Unit, detailed planning of the programme, 
completion of programme design 

4. OPERATION; start of programme, establishing a 
integrated management unit, detailed planning of 
programme, full programme implementation 

1. Programme Inception
approx. 6-12 months

2. Programme Planning
approx. 4-6 months

3. Pilot Project Design
approx. 4-6 months

4. From Pilot to Full Programme
approx. 3-6 months

 
Maintenance programme approach 

 

Feasibility 

Implementation 

Operation 
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2.1 Feasibility Phase 
In deciding to proceed with a Zibambele Programme an authority will have to carry out a feasibility 
study which focuses on: 

• its poverty needs; 
• its infrastructure maintenance needs; and  
• its resource requirements.  

This information would enable an authority to design a strategy and set appropriate targets for 
employment. 
 
The authority must also be clear on the following: 

• What are its objectives in the programme; and 
• Who are the programme’s beneficiaries? 

 
Consensus is needed of all parties concerning policy objectives, types of different projects in one 
programme, method of construction, conditions of employment and many other factors. Orientation 
and education is critical: policy makers, clients, communities, consultants, contractors, unions and 
managers must have an understanding of the concepts and principles of employment-intensive work 
(policy objectives, the macro-economic context and the need for technical feasibility and economic 
efficiency). And an appreciation of the programme approach to development: “grow your own”. 
 

2.2 Planning Phase 
The core of the planning phase is firstly to determine the size of the programme and secondly to 
develop a plan to meet this target. This will determine the size of the budget. It is important to plan the 
recruitment phase carefully taking into account timescales and resource requirements. 
 
Factors that will be taken into account while planning the programme will be the potential to cluster 
Zibambele Contractors within pockets of poverty, the need to locate suitable areas requiring 
maintenance adjacent to these pockets and the determination of target numbers of contractors in 
these areas based on a transparent selection system. 
 
The KZN-Dot undertook desktop studies of its rural roads maintenance needs and its levels of poverty. 
The results of these studies informed the long term strategic framework of the programme and annual 
targets were then set for each region. The overall mandated target for the province is 40 000 to be 
achieved by 2009. 
 

2.3 Implementation Phase 
An authority would have to concentrate on several aspects of their Zibambele Programme to 
ensure its success. 
 

2.3.1 Human Resource Requirements 
Skilled personnel dedicated to the programme’s management, supervision and administration must be 
recruited; 

• Take on of personnel must be in line with the growth of the programme; 
• Personnel must be supported by high levels of orientation and training; 
• Lines of communication between the programme managers, administrators, field operatives 

and the authority’s maintenance personnel must be clearly defined. 
 
The KZN-DoT initially augmented their capacity by utilising resources from the private sector. 
After the incubation stage this was phased out and the implementation of the programme was 
devolved to the regions. 
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2.3.2 Selection Stage; Community Consultation 
Community involvement plays a vital role in community based programmes. By monitoring the 
programme and providing feedback they can play a major role in protecting the programme. 
Consultation and feedback require structures which are representative. 
Political high-jacking and the manipulation of the programme to gain power can only be addressed if 
the programmes policies and procedures are communicated to the communities in a clear manner. 
The community needs to be informed about the details of the programme so that they can play an 
active role. Introductory meetings with the appropriate community structures must be planned well in 
advance of the actual recruitment stage. 
 

2.4 Operational Phase 
A Zibambele Programme which is operating efficiently will lay a foundation for effective development 
interventions planned by an authority. 
 
Expansion of the programme and similar pilot or demonstration projects and training programme into a 
large scale local, provincial and/or national programme can now result. But expansion should only be 
allowed to proceed at the rate or degree to which: 

• The training as part of the programme can produce skilled “hands-on” maintenance 
contractors, small entrepreneurs and superviros, clerks, artisans and engineers. Training must 
pay as much attention to character as technical competence. 

• Local communities and institutions have the capacity to absorb the people that are skilled 
through the programme. 

• The national/provincial institution is able to absorb the trained management personnel and 
maintain its overall role in relation to budget, planning, co-ordination, monitoring and control. 

 
This four-phase programme approach has to be located within an appropriate institutional framework 
at national, provincial, and local level (respectively). The institutional framework must be identified and 
suitably adapted early in the process. The above strategy ensures the requisite individual 
development and institution building at community, local, provincial and national levels. During the 
“lead-in” period (for countries without prior experience, the World Bank recommends at least three 
years). 
 
Phases One, Two and Three (Feasibility, Planning and Implementation) are carried out (there will be a 
measure of overlap). During these phases overheads are relatively high. However, once the 
preparatory work has been done, training initiated and the institution established (or suitably modified), 
overheads revert to more normal ratios.  
 
Through this “programme” (as apposed to “project”) approach, the institution is established together 
with the human resources required to implement the work from site-level through to large-scale 
planning and co-ordination. 
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3 Practical Factors for Successful Replication 
 
Research into international best practice in the field of infrastructure development, by international 
organisations such as the World Bank (IBRD), the International Monetary Fund (IMF), the African and 
Asian Development Banks and the International Labour Organisation (ILO), as well by local NGOs, 
local academia and research institutions in the various developing countries, has shown a recurring 
set of conditions that will have to be met to make any labour-intensive infrastructural development 
project a success. 
 
In summary, investigation of the international research and later practical experience in various 
developing countries has revealed that successful project and programme implementation depended 
upon the basic principles of employment-intensive construction as outlined below.  These same 
principles apply to the Zibambele Programme.  This document will provide guidance and 
recommendations on each of these matters. 
 
1. Engineering / Technical factors: 

a. Programme and projects must be treated as proper engineering; while giving serious 
consideration to carefully selected socio-economic objectives besides the product itself 
(i.e. a re-analysis of the product and the process whereby it is produced), with particular 
emphasis upon employment generation. 

b. The product must be appropriate to labour-intensive methods. 
c. Detailed technical analysis must be carried out. 
d. Designs, specifications, documentation and tender procedures should be appropriate. 
e. During preparatory work (preparation period/pilot or demonstration projects) method and 

work studies should be carried out, iteratively, to reveal: 
• the various operations and optimal sequencing of such operations; 
• the various activities within each operation; 
• the individual and group tasks appropriate to the different activities and 

operations3; 
• the balancing of activities within an operation; 
• the balancing of operations within a project. 

f. High quality appropriate tools and equipment must be specified, procured, and 
maintained. 

 
2. Payment / Task factors 

a. As far as possible the work and payments must be based on individual or group tasks.  
• In the case of individual tasks, it has been found that these can only be 

specified for about 60% of highly employment-intensive work. 
• “A fair day’s wage for a fair day’s work”; and its corollary: 
• “A fair day’s work for a fair day’s wage”. As far as possible where labour is 

concerned: no work, no pay. 
• Maintenance contractors work 2 days per week, 60 hours per month; 

productivity and tasks are based on this and calibrated. 
b. The maintenance tasks are generally light and low-impact in nature, but tend to add value 

in terms of the total construction process. 
 

3. Conditions of Employment / Social / Community factors 
a. Conditions of employment must be appropriate: the majority of the physical work will be 

carried out by daily or monthly employed labour - contractual arrangements require 
attention. 

b. Health and safety issues must be observed.  
c. Workmen’s Compensation must be in place. 
d. The labourers make their own way to work: transport to site is their responsibility. 
e. The labourers must accept instructions given by trained road builders. 

                                                   
3 This type of analytical work is not peculiar to employment-intensive work. It forms part of the standard procedure with regard to 
the use of equipment; for example, balancing the numbers of mechanical excavators, loaders and trucks required for cut and fill. 
However, it is curious how often balancing is ignored in employment-intensive work. The labourers are then blamed for standing 
around doing nothing. 
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f. There should be close liaison between site work and the local community: but liaison must 
not be the responsibility of the site supervisor who has to be on site all day every day. 

g. The programmes employs the household, not an individual, as a maintenance contractor 
h. All maintenance contractors are part time 

 
4. Training and Skills Development factors 

a. Training must be extensive and good at what it sets out to do.  
b. Particular attention must be paid to “hands-on” site supervisors (road builders) and multi-

site supervisors (sites’ supervisors or managers).  
c. The training process should pay as much attention to character as technical competence 

(those trained have to be self-motivated to work all day, every day, without direct 
supervision). 

 
5. Institutional / Organisational / Managerial factors 

a. Clear objectives must be set. 
b. Sites must be well organised. 
c. Strong organisations are required with good management systems. 
d. Founding team (or initial working group that starts up the programme) led by a mix of 

engineering, development and social professionals, not only by engineers. 
 

These factors will be further detailed in the following sections, and practical examples of how it is 
being applied to the Zibambele programme are given.  
 
 
 

The selection of the infrastructure and the selection of the programme beneficiaries are both 
crucial elements. They need to be planned and implemented efficiently and effectively, as both 

these selection stages will determine the success of the programme. 
 
 

3.1 Technical and Engineering Factors for Success 

3.1.1 Proper Engineering & Appropriate Technology 
 
1. Authorities should concentrate on infrastructure serving communities such as roads, parks, or 

other community facilities.  
 
2. The type, intensity and duration of the activities must be tailored for the targeted beneficiaries.  
 
3. Safety factors must also be taken into consideration.  
 
4. Appropriate tools necessary to carry out the maintenance must be issued and their condition 

monitored. 
 

 
Authorities should apply a gradual trend to expand the scope of works, in terms of 
more complex tasks, i.e. from grass cutting and drain cleaning, to minor structures 

such as scour checks / rock bolsters and minor road repairs, such as pothole repairs 
 
 

3.1.2 Detailed Technical Analysis 
A detailed technical analysis needs to be carried out to determine the types of roads to be maintained, 
and the types of work activities to be deployed. 
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An indication of the type and scale of work undertaken by the KZN-DOT is presented below: 
 

Vehicles per day Work Type Extent 
0 – 400 Road surface cleaning and 

verge maintenance 
Between 500m and 800m road 
sections, approx. 7000m2 

0 – 400; with more 
than 15% heavy vehicles 

Verge maintenance – grass 
cutting, weeding, drain 
cleaning and litter removal 

Approx. 500m each side of the 
road, approx. 7000m2 

400 – 1 000 One side verge maintenance Total of 1km road,  
approx. 7000m2 

More than 1 000 no Zibambele contractors to be used 
 
Equipment Used: 
 
 Wheelbarrow Pick or hoe (extended) shovel 
 Machete or bush knife Slasher or sickle Traffic cones 
 Safety Vest Gloves Safety boots 
 

 
 

Road Selection 
Beneficiary communities put forward a list of candidate roads that they believe would be most suitable 
for Zibambele contracts. The Supervisor inspects the road to ensure that it is maintainable by labour 
based methods and that it has been constructed to appropriate standards. If a candidate road is 
deemed unsuitable for maintenance by labour based methods it must be first upgraded before 
contracts are awarded. 
 

3.1.3 Appropriate Designs, Specifications, Documentation and Tender Procedures 
Setting-Out Contracts 
The Supervisor divides the road into “lengths”, and adjusts these lengths to the workloads. 
 
 
 

Since contractors are all remunerated at a fixed  
rate, it is important that workloads are similar. 

 
 
 
This is achieved by shortening the road section on steeper gradients where storm water damage is 
more prevalent and where wheelbarrow work is more strenuous. Traffic volumes must also be taken 
into consideration when setting out lengths of road and defining what work constitutes 60 hours per 
month. 
 
The following maintenance activities are envisaged: 
 

• Maintenance of the road drainage system consisting of channels, side drains, mitre drains, 
dish drains, culverts, manholes, inlets and outlets. Such duties include: 

o removing obstructions 
o removing silt 
o backfilling erosion channels 
o constructing rock bolsters 

 
• Maintenance of the road verges insofar as they affect the safety of road users and pedestrians 

alike. Such duties include improving roadside visibility by periodically: 
o slashing tall grass and small shrubs (at least twice a year) 
o felling trees and large shrubs 
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• Maintenance of the road surface in a reasonably smooth and safe condition. Such duties 
include: 

o directing rainwater away from the road surface 
o filling potholes and surface erosion channels with the material provided or with 

approved in situ material 
 

• Clearing the road verges of litter and noxious weeds. 
 
Contract Documentation 
A formal contract is entered into between the beneficiary and the authority which details the duties of 
each party. 
For this purpose, the KZN-DOT has a two page document, written in isiZulu, which defines the work 
required, the rate of pay, the hours of work and the tools issued. The contract focuses on the 
relationship of the beneficiaries with the department who are considered contractors and not 
employees. 
 
Termination of Contract 
A Zibambele contract shall be terminated if: 

1. The contractor fails to perform his/her obligations to acceptable standards. Termination will 
only occur after a contractor has been issued with two previous warnings within a six month 
period. 

2. The signatory for the contracted household dies. A new contract must be signed by a new 
representative of the household. 

3. The contractor household relocates outside the area to which the road is allocated. 
4. The contractor household is no longer considered needy. A means test shall be administered 

to determine this fact. 
 

3.1.4 Method and Work Studies 
It is strongly recommended that the following method and work studies are carried before and during 
the actual works: 
 
Studies of: 

• the various operations and optimal sequencing of such operations; 
• the various activities within each operation; 
• the individual and group tasks appropriate to the different activities and operations; 
• the balancing of activities within an operation; 
• the balancing of operations within a project. 

 
Outcomes from these studies can then be fed into the Monitoring and Evaluation processes (see later 
in this document), and help to improve the programme for future generations of contractors. 

3.1.5 Appropriate Tools and Equipment 
A maintenance contract is awarded with equipment which includes a wheelbarrow, a pick, a shovel, a 
machete and a slasher. Contractors are allowed to use these implements for household and food 
production purposes. They are replaced by the Department on a wear and tear basis. 
 

3.2 Payment and Task Related Factors for Success 
Payments should ideally be made on monthly basis (as opposed to weekly or fortnightly), as this will 
benefit the administrative procedures and payment logistics. Cash payments should be kept to an 
absolute minimum as these are easily monitored and targeted by criminals. The opening of bank 
accounts, together with obtaining ID documents, are also seen as the first steps in empowering 
beneficiaries. 
 
As part of a broader monitoring of each individuals progress the monitoring of payments is vital. A 
payment system should: 

1. be auditable; and  
2. assist the beneficiaries by reporting on payments rejected by banks. 
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The KwaZulu-Natal Department of Transport use the PERSAL system (a proprietary personnel and 
salaries payments administration system) to process monthly payments to beneficiaries who have 
obtained both an ID document and a bank account. 
 
The department provides assistance to all individuals who do not have their ID documents or 
accounts. 
 

3.2.1 Rate of Pay 
 
Contractors are paid on the performance and quality of the work they produce, which 

is monitored on a monthly basis. It is expected that the contractors attend to their 
duties for a maximum of 60 hours, over 8 days per month. 

 
 
 
The present rate (May 2006) of remuneration for those 60 hours is R390-00 per month. Although this 
is lower than the equivalent hourly rate set by Department of Labour but in line with the EPWP 
guidelines on minimum wage. 
 
The following aspects of payment should be taken into consideration when setting up payment 
systems: 
 
Setting the Pay Rate 

• Social goals; financial thresholds 
• Competitive rate of pay in respect of other construction methods 
• Should be set at self-targeting wage rates, to avoid drawing employed from other, comparable 

work that pays less. 
• Means test is necessary to establish targeting and sustainability 

 
Inputs to Determine a Fair Rate of Pay 

• Department of Labour Regional minimum wage. 
• Local market rates for comparable work. 
• Other comparable government programme rates. 
• Commercial concerns, particularly in the same area. 
• Duration, intensity of activity. 
• Health status of target beneficiaries.  

 
Payment Approaches 

• It is important to start with a set rate. Then set the construction activities and duration and the 
capacity of the target beneficiaries to suit the set rate. 

• Rate of pay has to conform to EPWP guidelines. 
 
Payment Intervals 

• For administrative and logistical reasons, it is recommended to apply monthly payment 
intervals, instead of weekly or fortnightly intervals. 

• The authority needs sufficient time to inspect and authorise payments. Weekly payments 
means weekly inspections. High demand on human resources and increased costs. 

• The authority needs time to implement a counselling approach to quality control; this cannot 
be done every week, again due to the demands placed on the officials, and time spent 
travelling from site to site. 

• Not meeting standards does not necessarily mean no pay. A process of counselling must take 
place before the ultimate step is taken (i.e. termination of contract).  
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3.2.2 Individual / Group Tasks 
1. The length of road allocated to each Zibambele household is determined by a maximum of 60 

hours per month of work needed to maintain the road. This allows the Zibambele household to 
deploy labour on other economic fronts.  

 
2. The contract is typically awarded for twelve months and may be extended annually. 
 
3. Three principles of labour-intensive construction need to be adhered to: 

a. “A fair day’s wage for a fair day’s work”, i.e. no exploitative rates, must be based on 
certain legal, moral and ethical standards. 

b. “A fair day’s work for a fair day’s wage”; i.e. no fronting or padding for employment 
generation purposes 

c. As far as possible where labour is concerned: no work, no pay. However, since a 
household is contracted and not an individual, if the head of the household (the signatory 
to the contract) cannot work, she/he is entitled to send a replacement, to work under the 
same conditions and for the rate, without any action being taken against the contractor for 
this. 

 
4. All work and tasks are based and calibrated for 8 days of maintenance per month or 60 hours per 

month 
 

3.3 Success Factors Related to Conditions of Employment, Social Conditions 
and Community Relations 

The KZN-DOT has used the maintenance of their lower order roads as the method of employing these 
poor communities. 

3.3.1 Targeting of Beneficiaries / Household Selection 
If it is expected that not all needy individuals of a community will become beneficiaries then the 
selection process must be seen to be fair and transparent. To this end the authority may want to 
employ an independent body to facilitate the recruitment and also to carry out a baseline quality of life 
survey. 
 
Further surveys and means test are then undertaken on a regular basis to ensure all beneficiaries are 
still eligible for the programme. Turnovers due to death, sickness, pregnancy or life improvement must 
be expected and the authority must ensure that replacements are carried out efficiently and 
transparently. 
 
 

 
In KwaZulu-Natal the Department of Transport has adapted the Lengthman contract 
system to meet the social conditions of the rural population. To this end the ultra-
poor, who are particularly represented in women-headed households, have been 

targeted for contracts. The appointment is typically for a household rather than for an 
individual, as this provides for continuity of the contract. 

 
 
 
Contracts target the poorest of the poor who are identified and selected by communities themselves. 
 
The selection process is both transparent and democratic and provides rural communities with a real 
life experience of democracy in action. The selection process thus breaks with the systems of 
patronage that currently prevail in rural communities. 
 
New sustainable work opportunities are created at the lowest level of the market place. 
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Women-headed households are targeted because they make up the majority of the poorest families. It 
is well documented that welfare transfers to women result in a wider spread of benefits to the 
community than do similar payments to men. 
 
Although Zibambele contracts are awarded throughout rural KwaZulu-Natal, communities with the 
lowest Human Development Index (HDI) receive the most contracts. Households without any source 
of income and which are considered by the community and their neighbours to be most in need are 
targeted. 
 
Some turnover of beneficiaries must be expected, either through death, sickness, pregnancy or life 
improvement. An authority must ensure that the procedure for replacement is both efficient and 
transparent. 
 
The Zibambele Programme targets a household rather than an individual. If an individual becomes 
seriously ill or passes away every effort is made to recruit another member of the selected household. 
 
Selection Process of Maintenance Contractors 
The Zibambele Area Manager must brief the local traditional authority and / or councillor who will then 
invite the community living in proximity to the selected road to a roadside community meeting. The 
Area Manager will explain the principles of the Zibambele system. The Area Manager should be 
sensitive to the fact that there is pervasive rural poverty and that generally everyone present will hope 
to benefit from the programme. In most instances people come to the meetings with mistaken 
expectations. It is like “broken down telephones”. The message goes out as one thing but what people 
hear is something else. The message they hear is that government is coming to interview unemployed 
people for jobs. Everyone turns up expecting to be interviewed. Sometimes about 100 people arrive 
expecting jobs and out of these only 3 will be selected. Invariably most of those who turn up are men. 
 
Community meetings concerning local job opportunities are particularly difficult to steer towards a 
successful conclusion. It is hard work talking, explaining and hearing people’s complaints. It is 
especially difficult to control meetings that are held in the afternoon as such meetings tend to attract 
more people who are inebriated. 
 
The men in particular will probably complain. They will complain that they are the head of the 
household and that because the Zibambele programme targets women it undermines them. The Area 
Manager will have to diplomatically explain that there are many women who are household heads and 
who have been left to look after their children on their own. This is not usually the case for male heads 
of households. They should also explain that women will usually put their children first and that is why 
they have been prioritised in this programme. 
 
The selection process is particularly time consuming and difficult. At the beginning of the meeting all 
who attend will claim to be poor. The Area Manager must emphasise that the programme is designed 
to target those that the community themselves consider to be most destitute and that a starting point in 
this regard is to nominate those households without any regular source of income. The community 
should nominate households and, by way of discussion, identify the neediest households from the 
nominees. Sometimes people who are not at the meeting are nominated. They have to be found and 
brought to the meeting. 
 
In some instances households will already have been selected by the traditional authority or local 
councillor. The Area Manager then has to ensure that the whole community agrees that the chosen 
candidates are in fact the most appropriate and, if not, will have to tactfully steer the community 
towards candidates who are the most deserving. In most instances the selection of Zibambele 
contractors is the first truly democratic process that the community will have experienced as generally 
decisions are made by local leaders. 
 
In KwaZulu-Natal a particularly positive outcome of the selection process has been its contribution to 
peace initiatives. The democratic process has been reinforced as, for many, it was the first time that 
they have participated in a programme that is transparent and where the final selection is not based 
on a person’s influence in the community and there is no bribery involved. 
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The selection process will result in exposing levels of grinding poverty that truly shock. It is traumatic 
for everyone, including departmental staff, to have so many genuinely destitute households and so 
few Zibambele opportunities. Inevitably many deserving candidates do not get contracts. The Area 
Manager should end the selection process by outlining other government programmes that target 
creating opportunities for poor people. 
 
It is important to emphasise that it is well known among social scientists, who have first hand 
experience in conducting household surveys among poor people, that the very poor hide from 
detection by outsiders. The life experience of the ultra poor is that they have more to lose from being 
counted than they could possibly gain. There is a long history of underdeveloped communities being 
taxed despite their poverty and receiving very little in return. In South Africa tax systems such as hut 
tax and poll tax were not subject to a means test. A precondition for the ultra poor to “stand up and be 
counted” is trust and the track record of Area Managers must be carefully scrutinised before their 
appointment. Further, “successful” community meetings that focus on poverty inevitably also result in 
a wide range of complaints regarding the lack of service delivery or the way in which service providers 
treat poor people. These complaints should be carefully recorded as they could be used to inform a 
more holistic government approach to providing services to the poor. 
 

3.3.2 Appropriate Conditions of Employment 
Employment conditions must be appropriate: the majority of the physical work will be carried out by 
daily or monthly employed labour - contractual arrangements require attention in this regard. 
 
The South African labour laws have been amended in this regard, and special provisions have been 
included in the Amended Basic Conditions of Employment of 20024. 
 

3.3.3 Health and Safety Issues & Workmen’s Compensation 
It is advisable that each authority develops an Occupational Health and Safety Plan tailored for their 
programme, that includes provisions for Workmen’s Compensation. To achieve a safe working 
environment the authority will have to develop a suitable policy, identify and assess the risks involved 
in the programme and have a training plan and an accident reaction plan in place before the 
programme is implemented. 
 
In terms of the Department of Labour the Zibambele Programme is not considered a “construction” 
activity and is therefore not covered under the Construction Regulations. A safe working environment 
has been achieved by the erection of road signs, placement of road cones and the mandatory wearing 
of safety vests, safety boots, and practical knowledge about the safety of traffic and equipment. 
 

3.3.4 Transport to Site 
The maintenance contractors have to make their own way to work: transport to site is their 
responsibility, as transport costs are not only unpredictable, but they also tend to consume large 
portions of available budgets, which are better spent on the contractors themselves. 
 

3.3.5 Liaison of Site Work and Local Community Support 
The Zibambele programme is very much a community-owned initiative in that it is the community and 
not the Department that identifies and selects those households that are most destitute for contracts. 
The selection process could become traumatic because it brings the ultra-poor out in the open to be 
evaluated by their neighbours as the poorest of the poor. This has unearthed levels of grinding poverty 
that truly shock. Indeed, the majority of households have no identity documents of any nature. They 
therefore have no access to any social security and other support programmes that are dependent on 
registration through proof of identity.  
 

                                                   
4 No. 23045 Government Gazette, 25 JANUARY 2002, Department Of Labour, No. R 64 25 January 2002, Basic Conditions Of 
Employment Act, 1997, Code of Good Practice for employment and conditions of work for Special Public Works Programmes 
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Support services to Zibambele households include assisting them to obtain identity documents, to 
open bank accounts, to access social security, to organise themselves collectively into savings clubs 
and to assist clubs to invest their savings in other productive activities. 
 
 
 

The community liaison must not be the responsibility of the  
site supervisor, as she/he has to be on site all day, every day. 

 
 
 
Initial Community Meeting 
A mass meeting, which should include local and traditional leadership, should be called to outline how 
the Zibambele road maintenance contract system works and how contracts will be rolled out within the 
community over the next five to ten years. The latter point must be emphasised to create local 
confidence that those who are not immediately appointed as contractors will eventually be 
accommodated within the programme. The roles and responsibilities of stakeholders and the duties of 
a Zibambele contractor must also be outlined, as must the consequences of failure to perform. 
 
The meeting should also be alerted to the guidelines for the selection of appropriate candidate roads. 
Issues that should be stressed include low traffic volumes, service value of the road and that 
preference should be given to feeder roads that link to high volume transport corridors as this will 
contribute to the reduction of transaction costs and create a more viable investment climate. 
 
The community meeting must be attended by the Programme Manager, Area Manager and 
Supervisors. Their respective roles, responsibilities and accountability are outlined in this document. 
 
Handover Meeting of Road Sections and Tools to Zibambele Contractors 
This meeting should take place at a central venue and should be dealt with as an official handing over 
of the road sections and tools to the Zibambele contractors. This meeting should therefore be 
conducted by the Area Manager. The contractors will be introduced to their Supervisor who will 
explain the obligations of the contractor, methods of monitoring, methods of payment, safety issues, 
use of tools and how work should be prioritised. 
 
The formal signing of the contract should take place at the handover meeting and should be witnessed 
by the traditional authority / local councillor. 
 
Although the system accommodates flexible working hours, Supervisors and contractors must agree 
on at least one day a month when the maintenance work will occur in order to provide cost efficient 
supervision. 
 
The Area Manager is responsible for assisting the contractors with obtaining identity documents and 
opening bank accounts. 
 
The Area Manager shall, after checking the contract documents, forward them to the Programme 
Manager for approval and data capture. 
 
Administratively, the best way of effecting payments is by placing the contractors on the government’s 
“PERSAL” payment system. 
 

3.3.6 Exit Strategies and Sustainability 
The design of the programme should allow the beneficiaries to exit or graduate to other initiatives 
which will improve their livelihoods and chances of survival. This can be facilitated through forming 
linkages and partnering with other government departments and private sector organisations where 
beneficiaries are assisted to establish viable businesses or cooperatives. 
 
The cooperation between the KwaZulu-Natal Departments of Transport and Agriculture will create new 
livelihoods and new life chances for Zibambele households and Zibambele savings clubs, particularly 
through the introduction of “starter packs” and “greening” programmes. 
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However, a recurring challenge with exit strategies is that: 
 
 
 

The demands for exit strategies far exceeds the supply; this is an ongoing  
challenge which the EPWP has to deal with. Programmes in other EPWP  

sectors could be approached for exit strategies in this regard. 
 
 

3.4 Training and Skills Development as Factors for Success 
Training includes both technical skills on the correct way to maintain roads as well as a social 
development and life skills programme. 
Effective training will play a major role in the development of marketable skills. It has been found to be 
more cost efficient to cluster beneficiaries in groups for training purposes. Suitable training material 
may have to be produced. Training can also be facilitated through the training authorities (SETA). 
 
Technical training should focus on skills required to perform the assigned activities. 
 
Non-technical training should focus on the developmental aspect of the programme. This may include: 

• Ongoing training in good governance (rules and roles for office bearers, conducting meetings, 
recording minutes). 

• Ongoing training in financial management (banking and the rudiments of simple bookkeeping, 
compliance with the constitution). 

• Ongoing dissemination of information on life skills and government programmes to promote 
the welfare of poor people. 

• Providing training on financial literacy. (It is clear that demand for this kind of training will grow 
dramatically in the coming years. It is impossible to even contemplate drawing poor people 
into broad based BEE initiatives of any description if they are not financially literate.) 

 
 

 
It is crucial to link to Sectoral Training and Education Authorities (SETAs), and in 

particular the Construction SETA (CETA) regarding funding for construction-related 
training (and this includes certain life skills, health and safety, project management, 

administration and financial training). 
 
 
 
The following aspects of training are worth considering when offering either the compulsory 2 day per 
month EPWP training entitlement, or training specifically focussed on possible exit opportunities for 
the contractors5:  
 
1. Training as supervisors is very important, as this will lead to a multiplier effect when supervisors 

can supervise projects of 10 to 100 persons. 
 
2. Use training opportunities as springboard to higher levels for selected contractors (i.e. business, 

financial etc.); this in terms of advanced career pathing / streaming for the contractors. Training 
must be matched with the exit opportunities. 

 
3. Training can be broadened to include audience for ABET (Adult Basic Education Training, i.e. 

literacy and numeracy training), public awareness, safety, health etc; It is important to match the 
                                                   
5 The Bangladeshi “Destitute Women’s Programme” uses 15 person crews doing routine maintenance of earth roads and 
embankments, drains, desilting; in similar quantity of work to Zibambele. There is however an essential difference: 1/6 of their 
earnings are compulsory savings. These savings accumulate over 4 years. At the end of 4 years the women exit the 
programme, but now with training in skills in for instance chicken rearing, bee hives, tea shops, fruit tree management. This 
programme has been running very successfully for many years. 
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audience to selected and accredited training providers that can provide this specialist service. It is 
crucial that the Department or Authority does NOT take this training responsibility on by 
themselves, as they rarely have any capacity for this type of specialised work. 

 
4. Differentiate between training before the work starts and ongoing training. 
 
5. Those trained have to be self-motivated to work all day, every day, without direct supervision. 
 
6. Skills required to run a Zibambele-like programme successfully: 

• Communication skills 
• Technical skills 
• Programme Management skills 
• Social Development skills 
• Administration skills (60% of support revolves around administration) 
• Audit skills/capacity (Need to ensure the programme is auditable). 
 

3.5 Institutional, Organisational and Managerial Success Factors 
The Zibambele road maintenance contract system is both a technical and social development 
programme. The institutional arrangements to secure the programme must have clear lines of 
responsibility and accountability. These should be based on the social development (poverty 
alleviation, training, organisational development), technical (well maintained roads and verges, 
training, supervision) and administrative (payments, database) outputs. 
 

3.5.1 Setting of Objectives 
The main objectives of a Zibambele-like programme should be: 

• To maintain the province’s rural road network with low-intensive highly labour-intensive road 
maintenance techniques. 

• To provide destitute rural households, which have no other source of income, with a regular 
income. 

• To put people to work who are unemployable because of their poverty. 
• To improve their life chances and the life chances of their children through access to training, 

better nutrition, human dignity and further economic activities. 
• To assist targeted households to organise themselves collectively into “savings clubs” and to 

assist them to invest savings in other productive activities. 
 
 

 
It is crucial for the success of the programme to decide early in the planning stages 
on a common objective in this regards, that has got full buy-in from all stakeholders. 
To this end, a multi-criteria analysis should be conducted by the Working Group or 

Steering Committee that has been tasked with setting up this programme. 
 

 

3.5.2 Human Resource Capacity 
Aspects of Internal Capacity Needs: 

• Highlight need for additional capacity 
• Skills audit of authority to quantify additional resources. 
• Instil sense of ownership through workshops. 
• Orientation/ awareness and sensitivity through workshops. 

 
Aspects of External Capacity Needs: 

• Direct benefits, faster start-up 
• Payment on delivery 
• Agent must have the authorities will at heart. Outputs in agreement. 
• Address the skills capacity of the authority 
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• Provide specific skills which the authority does not have: Social development skills, 
management system skills. 

• Impartiality / Partiality of the external resources requires a system of checks and balances to 
be in place. 

• Monitoring of consultants. 
 

3.5.3 Strong Organisations / Management / Support Structures 
Two typical management, or rather support structures can be identified, which are complementary to 
each other.  
 
The first is the Silo (or Vertical) Support Structure, and the second is the Integrated Support Structure. 
Ideally, with good management systems, both structures are needed during the planning and rollout of 
the programme.  
 
Typically, the Working or Steering Committee that is tasked with setting the framework for the 
maintenance programme, is a Silo structure, which operates in relative independence from the 
different departments. The aim is to move towards a fully integrated structure, where the management 
and administrative structures are embedded in functional units in the various departments. 
 
There are two types of support structure: 

1. External Support – Not directly involved in the programme, but still influential. 
2. Internal Support- Directly involved with the programme. 

Whatever the definition, all structures require policies and procedures to function. 
 
External Structures 
There is need to include external structures for the following reasons: 
l Provide access to the unemployed. 
l May need authorisation to hold a community gathering.  
 Good examples: 

l Community structures (KZN-DOT RRTFS) 
l Traditional structures / leadership 
l Development Forums, Labour Desks/Forums 

Poor example – Farmers association, local chamber of commerce 
 
Internal Structures: 
The two models of support discussed earlier: 

1. SILO APPROACH 
Separate support structure for programme 

2. INTEGRATED APPROACH 
Existing organisational structure used with augmentation.  
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The benefits and drawbacks are pictured below: 
 
 Benefits Drawbacks 
Silo Approach l Focused approach more 

manageable on smaller or 
fledgling programmes. 

l Orientation/training of 
personnel dedicated to 
programmes - less effort. 

 

l Lines of communication 
become complex and 
prone to blockages. 

l Perceived as more costly. 
l Key player losses are hard 

to replace/orientate. 
 

Integrated Approach l Sharing of resources. 
l Timely responses if all 

personnel are committed to 
programme. 

l Ownership of the 
programme.  

l Perceived as less costly 
 

l Success dependant on 
existing organisational 
structures. 

l Dependant on commitment 
and orientation of existing 
personnel. 

l Integrated approach will be 
more successful in the 
long term especially on big 
programmes. 

l Natural migration from silo 
to integration happening in 
the implementation phase. 

 
  
Support services to Zibambele households include assisting them to obtain identity documents, to 
open bank accounts, to organise themselves collectively into savings clubs and to assist people to 
invest savings in other productive activities. 
 

3.5.4 Recommended Management Structure 
The recommended structure to manage the Zibambele programme is: 
 

• Programme Manager – Head Office  
Duties include the overall co-ordination, monitoring, evaluation and reporting on the 
programme, liaison with other government / municipal departments and programmes, 
researching social and economic benefits (particularly low risk investment opportunities for 
savings clubs) and development of appropriate training materials. The Programme Manager 
should be expected to establish a database that identifies all roads and road sections within 
the system as well as contractor details (date of award, date of renewal, identity numbers, 
bank accounts, etc.). 
It is recommended that preference be given to candidates who have a social science or 
equivalent degree and knowledge of technical requirements.  
 

• Zibambele Area Manager – reports to Programme Manager 
Duties include the management of Zibambele supervisors, overseeing the selection of 
Zibambele contractors, purchase and distribution of tools, liaison with local banks and the 
Department of Home Affairs and the establishment of savings clubs. 
The Area Manager requires strong management and administrative skills. 
 

• Zibambele Supervisor – reports to Zibambele Area Manager 
Duties include the selection of roads, setting out road into lengths, technical training and 
supervision of contractors, quality control, delivery of tools and materials, maintenance 
planning and road safety. The Zibambele Supervisor is the interface between the contractors, 
community, government / municipality, traditional authorities and Head Office. The Supervisor 
must submit monthly performance reports, on the contractors’ productivity and quality of work, 
to the Area Manager. 
The Supervisor requires supervisory and technical skills and, depending on the number of 
contractors, may require the assistance of overseers. 
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This Management Structure is further detailed in Appendix A. 
 
The success of the Zibambele programme depends on a commitment by the authority responsible to 
plan for the programme to go to scale. The notion of scale and distribution of contractors is important 
in evaluating the cost effectiveness of the programme and particularly influences the portion of every 
Rand spent that accrues to the contractor. 
 

3.5.5 Recommended Contract Management Structure 
The table below indicates the requisite steps in setting up a Zibambele-like contract. 
 

SETTING UP A ZIBAMBELE CONTRACT 
DOCUMENTATION: 
Zibambele Contract for Road Maintenance 
Contractor Monthly Report 
ABBREVIATIONS: 
PM – Project Manager  
ZAM – Zibambele Area Manager  
ZS – Zibambele Supervisor 
RRTF – Rural Road Transport Forum (or equivalent local body) 
HR – Household Representative 

STEP DESCRIPTION ACTION 
1. Setting out The ZAM shall announce to the RRTF the imminent 

launch of the Zibambele Road Maintenance System in 
their district and explain the proposed programme. 
 
The RRTF shall identify candidate roads. 
 
The ZS shall divide the road into sections of between 
0,5 and 0,8 kms using the following guideline: 
 

road 
classification 

steep terrain / 
poor road 
condition 

flat & rolling 
terrain / good 
road condition 

Type 5, 6, 7A 
and 7B 

0,5 km 0,8 km 

 
The sections of road shall be demarcated by driving a 
ridgeback metal standard 900 mm long into the ground 
to a depth of 500 mm. The standard shall preferably 
be positioned beyond the road verge and near to an 
identifiable feature. The standard shall be painted 
white. 
 
All surfaced District and Main Road lengths must be 
800 m. 
 
 
 
 
 
 

ZAM 
 
 
 
RRTF 
 
ZS 
 
 
 
 
 
 
 
 
ZS 
 

2. Selection meeting The ZAM shall brief the local Induna and then invite 
the community alongside the marked road section to a 
roadside meeting. 
 
The ZAM shall explain the principles of the Zibambele 
Road Maintenance System and facilitate the 
identification of the most needy household. In the 
presence of the RRTF representative and the Induna, 

ZAM 
 
 
 
ZAM 
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the community shall nominate needy households and 
by way of discussion the community themselves shall 
identify the most needy household. The HR shall be 
present and shall be sufficiently healthy and desirous 
of engaging into a contract. Preference shall be given 
to woman headed households. 
 
The ZAM shall assist with recording the necessary 
personal details on the Zibambele Contract document 
and shall obtain the signature of the RRTF 
representative. 
 
The selected HR shall be notified of the time and 
venue of the “Handover Meeting”. 

 
 
 
 
 
 
 
ZAM 
 
 
 
 
ZS 

3. Handover meeting The meeting shall take place at a central venue and 
shall be attended by all selected household 
representatives along the road. 
 
The ZS shall explain: 
- the duties of the contractor 
- the clauses in the contract agreement 
- the method of monitoring 
- the method of payment 
 
The HR shall sign the contract document thereby 
indicating his/her acceptance of the conditions and the 
contract period. 
 
The ZS shall hand over the equipment below and shall 
explain the uses of each: 
1 x wheelbarrow, 1 x pick and handle, 1 x shovel, 1 x 
bush knife, 1 x slasher, 2 x safety cone, 1 x safety vest 
 
Banking details are essential and the ZAM shall assist 
with the opening of banking accounts. 
 
The ZS shall instruct the contractors of the work to be 
done in the first month and shall provide the necessary 
training. 
 
The ZS shall notify the contractors of the one day in 
the week on which they must work. This shall be 
known as the compulsory working day and is essential 
in order to ensure ongoing communication between 
the contractors and the ZS. 
 
 
 

 
 
 
 
ZS 
 
 
 
 
 
HR 
 
 
 
ZS 
 
 
 
 
ZAM 
 
 
ZS 
 
 
 
ZS 

4. Approval of Zibambele 
 Contract 

The ZAM shall evaluate the documentation, sign the 
contract document and forward it to the PM at Head 
Office for further action. 
 
The PM shall enter the name of the contractor into the 
Contractor Register and record the Contractor Number 
on the Zibambele Contract. 
 
The PM shall open a ‘Zibambele Contract’ file for each 
RRTF. The original contract documents shall be 
placed in the file. 
 

ZAM 
 
 
 
PM 
 
 
 
PM 
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The PM shall arrange for the inclusion of the HR on 
the PERSAL payment system. 

PM 

5. Monitoring and Payment The ZS shall be responsible for training, monitoring the 
work done by the contractors and for certifying when 
payment is due. 
 
The ZS shall inspect the sections in the presence of 
the contractor at lease once per month. The ZS shall 
assess the standard of work done and discuss the 
work to be done in the following month. The ZS is to 
complete and ‘Contractor Monthly Report’ form and 
submit it to the ZAM before the last day of the month. 
 
The ZAM shall examine the monthly reports and in the 
event that work is not being carried out satisfactorily 
the ZAM shall counsel the contractor. 
 
Should the contractor continue to perform poorly the 
ZAM shall issue a written warning followed at least 30 
days later by a written notice confirming the intention 
to terminate the contract. This procedure should be 
followed in consultation with the RRTF. 
 
The ZAM shall authorise the replacement of broken or 
worn out tools and equipment on an exchange basis. 

ZS 
 
 
 
ZS 
 
 
 
 
 
 
ZAM 
 
 
 
ZAM 
 
 
 
 
 
ZAM 

 
 
Two more aspects that are of crucial importance when considering the management structure, and 
also strong contributors to the potential success of the programme as discussed earlier: 
 
1. Political Support and Stakeholder Commitment 

• Long term political support, at all senior levels of government (national, provincial and 
local); 

• Good coordination between government, ministry/department, programme, local 
authorities, technical assistance and when applicable, donors. 

 
2. Professional Support 
The team that will set up the maintenance programme, should not only consist of engineers, but also 
and probably foremost, social professionals as well as development practitioners. 
 
Further detail on the management and support structures can be found in Appendix A. 
 

3.5.6 Costs Breakdown 
The core of the costing for such a programme is that there is efficiency and value for money, and that 
there are productive inputs for the programme. In order to achieve this, the following aspects need to 
be considered: 
 

• A clear definition of cost: differentiating between input and beneficiary costs; 
o For example, these costs ratios were quoted as 50 / 50 (Ethekwini; i.e. 50% input 

costs (materials, management, overheads etc, and 50% went to the beneficiaries, the 
maintenance contractors, in the form of remuneration). – 40 (input) / 60 (beneficiaries) 
(Eastern Cape, similar to Zibambele), and 20 (input) / 80 (beneficiaries) (KZN); 

• The input costs are distributed across different departments; important to try not to duplicate 
efforts that are already happening in other departments; 

• A generic institutional cost framework can be used for a programme such as Zibambele; 
• These programmes typically come with relatively high start-up costs, after which there is a 

clear shared costing between the different stakeholders and departments; 
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• Nobody should be seen to profit from someone else’s misfortune. Costs need to be monitored 
continuously; 

• There are clear benefits of the leading Department almost having a semi-permanent 
presence, rather than a dedicated maintenance crew travelling around; 

• How high is the level of performance? (i.e. at any one time, 95% of the KZN road network is of 
an acceptable maintenance standard) 

 

3.5.7 Monitoring & Evaluation 
The technical, organisational and socio-economic aspects of a Zibambele Programme must be 
carefully monitored and the results acted upon to continuously improve the programme. 
 
Aspects of the programme would require regular monitoring: 

• Contractor performance (Attendance, quality of work); 
• Tool condition; 
• Quality of Life; 
• Payments; and 
• Savings club details and progress. 
 

Monitoring of the progress of each individual in terms of their social development and the carrying out 
of their responsibilities are an essential part of the programme. The strategic direction of the 
programme must be guided by the insights obtained in the monitoring process. 
 
It is advisable that a robust data management system be implemented in order that all inspections, 
payments and performance issues can be monitored and audited. 
 
Important aspects of the Monitoring and Evaluation (M&E) processes include: 

• Monitoring of outputs; the success indicators of the programme; 
• Phased approach to M&E; 
• M&E as supporting mechanism for success; learning from past; 
• M&E Information System should highlight poor performance, absenteeism, sickness, incidents 

etc., to be able to identify and control those variables, where possible; 
• (Choice of) tools and materials; inventories have to be kept, and kept up to date and 

monitored, to limit abuse; 
• New programmes should make use, where possible, of existing M&E systems in the province 

or local authority; 
• Besides monitoring on output per se, the M&E system also needs to be based on 

OUTCOMES and IMPACTS too, as this will ultimately have a knock-on effect on poverty 
reduction. 

 
 

Example: KZN-DOT utilises the Rural Road Transport  
Forums (RRTF) which are founded in civil society to perform the role  

of monitoring and feedback at a grassroots level. 
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4 Savings Clubs 
Savings Clubs in a Zibambele-like Contractor Maintenance Programme are a parallel-run support 
programme to the actual maintenance activities. While the core of the construction-related activities 
takes place in the maintenance arena, the Savings Clubs provide the necessary support for the 
contractors to grow beyond the mere earning of an income from maintenance activities, and expand 
their skills base, business potential and financial earning capacity. 
 

4.1 Introduction 
Clearly supervising very large numbers of Zibambele contractors and monitoring their performance 
could create a logistical nightmare, particularly as overheads need to be kept to a minimum. 
 
In 2003 the KwaZulu-Natal Department of Transport took the decision to organise all Zibambele 
contractors into savings clubs so as to streamline their administrative, training and supervisory 
functions. Members of savings clubs meet on a monthly basis to hand over their savings contributions 
and to receive progress reports. The monthly meetings are also used to provide training on the 
technical aspects of road maintenance and the capacity building aspects of organisational 
development.  
 
The choice of “savings clubs” as an appropriate form of organisation was based on the performance of 
stokvels and their role in assisting poor people to save money and to support each other through their 
savings. 
 
The Zibambele Savings Clubs programme ensures that all members receive appropriate: 

• training to manage the affairs of their savings clubs 
• aftercare to enhance their economic development  
• access to other life enhancing services 

 
The training costs are included as integral to the Zibambele budgets. It is anticipated that the 
transformation of savings clubs into co-operatives will access additional training budgets and 
certification through the Department of Labour. 
 

 
Membership of a savings club is compulsory for all Zibambele contractors although 

contractors can choose whether they wish to be a “saving” member or a “non saving” 
member. The minimum number of members per club is 20 while the maximum number 

is 50. 
 
 

4.2 Transforming Savings Clubs into Co-Operatives 
When the Zibambele Savings Clubs Programme was designed the Co-operatives Act (No. 14 of 2005) 
and the draft Co-operative Banks Bill (2004) had not yet been tabled. 
 
The KwaZulu-Natal Department of Transport is in the process of converting Zibambele Savings Clubs 
into primary financial service co-operatives. The advantages of co-operatives over Savings Clubs are: 
 

• The Co-operatives Act allows financial service co-operatives to limit their liability to third 
parties, provided that this limitation is clearly stated in their constitution. Savings clubs are not 
permitted to limit liability in any way whatsoever.  

 
• Limited liability simply means that if a co-operative incurs debts that it cannot repay, then the 

people who are owed money cannot get it back by suing the individual members of the co-
operative. On the other hand, if a savings club incurs debts that it cannot repay, the creditors 
can sue each and every one of the members for the entire amount of the outstanding debt. 
The court could even allow these creditors to sell the members’ personal possessions, if they 
do not have enough ready cash to settle the debt. 
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• Government will offer financial assistance to co-operatives if their business plans are likely to 
generate wealth and/or income for their members, or in other ways empower them. Although 
some unconditional government grants are accessible to newly formed co-operatives, these 
are not enough to keep them going for any reasonable period of time. 

 
• The KwaZulu-Natal Department of Transport is allowed to give certain kinds of financial 

assistance to co-operatives, which it cannot give to savings clubs or to other private sector 
enterprises. 

 
• Co-operatives will be given training that will not only stand them in good stead but will assist 

their members in understanding financial matters. This business and managerial training will 
be provided free of charge by the government. 

 

4.3 Guide to the Establishment and Running of Savings Clubs 

4.3.1 Pre-Promotion 
1. The programme is pre-promoted through workshops to ensure that all relevant stakeholders are 

on board.  
 
2. A desktop study is done to establish clusters and to develop a spatial link between the Zibambele 

database and a GIS. The spatial link between the Zibambele database and the GIS allows for the 
placement of a road based clustering of Zibambele contractors into savings clubs within 
reasonable walking distance and within common traditional authority wards.  

 
3. The geographical areas to establish savings clubs are defined by the KwaZulu-Natal Department 

of Transport. 
 
4. The vision, objectives, constitution and operating procedures of the Zibambele Savings Clubs are 

workshopped with local government and traditional authorities. 
 
5. Zibambele contractors are notified of their clusters and dates and venues of promotional meetings.  
 

4.3.2 Promotional Meeting 
A promotional meeting is held with each Zibambele Savings Club cluster to motivate Zibambele 
contractors to join savings clubs and commit themselves to saving regularly to achieve mutually 
defined goals. The Constitution is explained as well as the difference between saving and non saving 
members.  
 
The duties of office bearers are explained to enable members to elect the right office bearer to the 
right position. 
 

4.3.3 Establishment Meeting 
A meeting is held with each cluster to establish a savings club. The terms of reference require the 
following to be achieved: 

• getting consensus from Zibambele contractors about the formation of the savings club 
• registration of members  
• naming of the savings club and agreement on postal address 
• election of the savings club committee by registered members 
• agreement on minimum savings per member 
• agreement on the Bank to be used 
• agreement on the minimum period of savings before withdrawals 
• presentation of appropriate stationery, e.g. savings books, minute book, etc 

 
It is important to emphasise that although the Zibambele savings clubs are established under the 
auspices of the KwaZulu-Natal Department of Transport, they are none the less owned by their 
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members. While all savings clubs have a uniform Constitution, members themselves must agree on 
those operating rules that are not governed by the Constitution. This level of flexibility must be 
encouraged if contractors are to take ownership of the programme. 
 

4.3.4 Recurring Issues / FAQs 
The members will have to be offered a workshop on the following issues. All issues agreed to shall be 
recorded and taken as binding to all members of a club. 
 
 
WHAT HAPPENS IF A MEMBER DIES? 
The death of a club member shall be reported by the member’s family or Zibambele supervisor within 
thirty days of his/her death to the club committee. 
 
The committee will then convene a meeting within two weeks and prepare a report of the late 
member’s finances. 

 
A KwaZulu-Natal Department of Transport official must sanction the accuracy of this report before it is 
presented to the deceased’s family or his/her nominated beneficiary. 

 
The family of the deceased shall compare the records with the ones from the members’ savings book. 
Once they are satisfied with the report they will sign it. A cash / cheque shall be made to the nominee. 
This whole procedure should not take more than three months, inclusive of the day on which the death 
was reported. 
 
The deceased family or nominated beneficiary shall be paid the total contributions plus interest 
accrued during that period.  

 
If the deceased owed the club, the debt shall be deducted from the contributions and the deceased 
family or nominated beneficiary shall be paid the remaining amount.  

 
If the club had utilized part of the contributions to start a business or a project the deceased family 
shall receive his/her fair share of the balance of the contributions and a share of the monetary value of 
the business or project. 
 
 
WHAT HAPPENS IF A MEMBER WITHDRAWS / DISINVESTS? 
A member will have to give one months notice if he/she decides to withdraw. The executive committee 
shall conduct an audit to determine whether there are any monies owed by the member. The member 
shall be paid his/her contributions less the debt. 

 
 

WHAT HAPPENS WHEN A MEMBER STOPS CONTRIBUTING? 
If a member stops contributing for three months he/she shall be asked to indicate whether he/she still 
wants to continue as a saving member. 
If the member has no intention of continuing contributing then they can be paid out. 
 
 
WHAT HAPPENS IF A SAVING MEMBER’S CONTRACT IS TERMINATED BY THE KWAZULU-
NATAL DEPARTMENT OF TRANSPORT? 
If the KwaZulu-Natal Department of Transport terminates a member’s contract then that member will 
cease to be a part of the savings club. The member shall be paid all his/her contributions less any 
amount owed to the club. 
 
 
CHANGING OF THE SET AMOUNT? 
Any changes to the set amount should be made at a general meeting. The members must discuss and 
agree on the new amount to be saved and when it will be effected. The agreed amount shall be 
recorded and a copy thereof shall be submitted to the KwaZulu-Natal Department of Transport. 
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4.3.5 Training and Monitoring 
Zibambele savings clubs have become a focal point for a wide range of other government pro poor 
and gender affirmative programmes. Through their savings clubs Zibambele contractors are being 
accessed to: 

 
• The Department of Home Affairs for identity documents 
• The Department of Social Development for welfare payments such as disability grants, 

pensions and child grants (Note that entry to Zibambele is based on the notion of a household 
not having any form of regular income. However, one of the targeted objectives of the 
programme is to stabilise and break poverty cycles.) 

• The Department of Agriculture to introduce household food security through starter packs and 
the introduction of fruit trees 

• The Department of Agriculture to assist Zibambele savings clubs to form co-operatives:  
o to become the nucleus of dry land rice and fungi production in rural KwaZulu-Natal 

(note that rice is South Africa’s most economically important agricultural import 
product) 

o for the production of eggs, poultry and pigs 
o for the collective production of high value crops 
o to become shareholders in various agri-industry enterprises 

• The Department of Health for HIV/AIDS and TB control roll out programmes 
• The Department of Transport for the local manufacturing of a wide range of road building 

materials 
• The Department of Education for ABET 

 
 

While the Zibambele road maintenance contract system is an anti-poverty  
programme, it is through Zibambele Savings Clubs and the transformation  

of Savings Clubs into productive co-operatives that exit strategies for  
the Zibambele contractors are planned. 

 
 

4.4 Plan of Action for Converting Zibambele Savings Clubs into Co-
Operatives 

 
TRAINING PHASE 
A training workshop must be held with all staff involved in the Zibambele programme to bring them up 
to speed with the Co-operatives Act and Co-operative Banks Bill and the revised vision of the 
KwaZulu-Natal Department of Transport for the Zibambele programme 
 
CONSULTATION PHASE 
Consultation will be initiated with all Zibambele savings clubs. This consultation will focus on sharing 
information, explaining in depth the concept of co-operatives and the advantages of converting into co-
operatives.  
 
PILOTING PHASE 
A pilot programme will be undertaken with the Department of Economic Development who have been 
made responsible for the registration and training of co-operatives in KwaZulu-Natal.  
 
The pilot phase will be closely monitored to ensure that all challenges and lessons learnt are 
documented to inform the roll out phase. 
 
After the pilot phase has been completed the Zibambele Co-operatives Programme will be officially 
launched.  
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Appendix A: Zibambele Management Structure 
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Appendix B: Zibambele Process Flow 
 
The process flow is depicted on the next page. 
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Formulate Programme 
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