Accelerating Entrepreneurial Development Through International And National Collaboration

Prof. Gideon J P Maas, Port Elizabeth Technikon

South Africa Tel+27(0) 82-3742651, E-mail: gideon@petech.ac.za

Prof. Patricia Fleming, University of Limerick

Limerick, Ireland Tel + 353(0) 61 202183, E-mail: patricia.fleming@ul.ie

Abstract

The advantages of developing entrepreneurship are recognised and proved by various authors internationally.  In the latter half of the previous millennium, entrepreneurship and entrepreneurship education proved to be a crucial element in the socio-economic development of various countries ranging from developed economies to less developed ones.  However, certain countries had the luxury of developing entrepreneurship in an incremental way over years.  In this regard, it took Ireland, Malaysia and Singapore twenty years to reap the benefits of such a culture.  With an international environment that becomes more dynamic by the day, South Africa does not have the same luxury.  In terms of entrepreneurship, South Africa has to leap frog into the unknown and find ways to stimulate entrepreneurship, which can contribute to the acceleration of socio-economic development.

 In order to assist South Africa in a unique way the International Chair in Entrepreneurship (ICE) was created during 1999 as a joint venture between three institutions - University of Limerick in Ireland and two South African institutions namely Port Elizabeth Technikon and Rhodes University.  The aim of the initiative is to assist the formulation and implementation of best entrepreneurial practices in teaching, research and outreach activities for the South African environment and more specifically for the Province of the Eastern Cape in South Africa.  The ICE initiative draws on the expertise and experience of the University of Limerick in the field of entrepreneurship and entrepreneurship programme development.  Through collaboration with the international partners, this experience is shared with the developing economy of South Africa. Now, four years after the establishment of the International Chair in Entrepreneurship, various answers can be found to questions that plagued the initiative such as is it possible to create such a joint venture between diverse institutions.  Can a joint venture work between a developed and developing country and is international collaboration the answer to accelerated entrepreneurial development?  The ICE programme was evaluated recently and results to the above-mentioned questions are presented in this paper in order to provide guidelines for institutions that may want to follow a similar strategy. 

Introduction

Entrepreneurship is regarded as a philosophy that is now spearheading socio-economic development in many countries. It is widely recognised that entrepreneurial activity and new enterprise development are major issues for both public and private sectors of an economy. There are two debates as to why economies are under-developed.  The first view is that people have not been socialised towards entrepreneurial attitudes, aptitudes and initiatives. The second debate is that the social environment is limiting the entrepreneurial drive of people. The inhibition of South African economic development, especially among the disadvantaged community, is likely to have its origins because of the social environment that was part of the country’s history. This paper considers the acceleration of entrepreneurial development in South Africa because of international and national institutional collaboration of interested stakeholders, who recognised the potential and the opportunity for assisting and contributing to the socio-economic development of South Africa. The paper examines an innovative international joint venture introduced in the late 1990’s with the aim of stimulating entrepreneurship and economic development in South Africa

The potential advantages of entrepreneurship on the global competitiveness of South Africa was recognised by the South African Foundation for Research Development (now the National Research Foundation).  In conjunction with the University of Limerick a special initiative whereby an International Chair in Entrepreneurship was established as a result of a co-operative arrangement between the University of Limerick, the National Foundation for Research, Anglo-De Beers Chairman’s Fund, a South African University and a South African Technikon.  It was proposed that the incumbent of the International Chair in Entrepreneurship would be a faculty member of both the University of Limerick and a South African University and Technikon.

Tertiary Level Institutions Participating in ICE

The University of Limerick was established in 1973 as an Institute of Higher Education and received University status in 1989.  In 2002, a student body of 12,500 students was registered.  The University of Limerick, together with the South African stakeholders who proposed the ICE initiative, was selected because of its internationally acclaimed and proven excellence in the field of entrepreneurship.  Since the institution’s inception thirty years ago, the University of Limerick has combined theoretical and practical education and training and has a policy of gearing these efforts to the developing economic, social and cultural needs of both the Shannon (Mid-West) Region and the Irish economy in general. At the Limerick campus, the entrepreneurship faculty has been experimenting for many years in an attempt to find the best initiatives, course structure and teaching/learning methodologies for encouraging faculty, students, the wider campus and the local community to think and behave in an enterprising way. Today, entrepreneurship as an ethos pervades all the Colleges in the University.  Entrepreneurship programmes and activities are inter-collegiate and university-wide. They encompass a range of approaches from developing enterprising capabilities to educational initiatives for learning and experiencing new business development, to training activities for establishing and managing new ventures. The International Chair of Entrepreneurship’s faculty post is located within the Department of Management and Marketing at the University of Limerick

South African Institutions
After extensive evaluation of educational institutions in South Africa, Port Elizabeth Technikon and Rhodes University were selected as the South African partners for the establishment of the International Chair in Entrepreneurship.  Both institutions are situated in the Province of the Eastern Cape, one of the poorest regions in South Africa. The overall aim of the joint venture initiative is to assist the formulation and implementation of best entrepreneurial practices in teaching, research and outreach activities for the South African environment and more specifically for the Province of Eastern Cape.  The International Chair in Entrepreneurship draws on the experience and expertise of the University of Limerick in the area of entrepreneurship development. This collaboration at international level, sharing knowledge, experience and lessons learned in entrepreneurship over many years at the Limerick campus, aims to establish the Province of Eastern Cape as an international model for the successful development and implementation of science, engineering and technology (SET) ventures and entrepreneurial initiatives in economically disadvantaged regions.

PE Technikon  is one of the oldest institutions in the Eastern Cape Region. It dates from 1881 with the establishment of the Port Elizabeth Art School. Today a dynamic institution has experienced extraordinary growth, especially over the past decade. In 2002, more than 10,000 students were registered at the Technikon, almost 90% of who came from the Eastern Cape and 63% from previously disadvantaged communities. There are three campuses located in Port Elizabeth and one in George, the South Cape. The outstanding characteristics of PE Technikon are embodied in tertiary career training, research and development aimed at meeting the needs of a democratic South Africa and its people.  PE Technikon is at the forefront in acknowledging the role of entrepreneurship in creating employment and developing economic growth within society.

 Rhodes University dates back to the nineteenth century when university education began in the Eastern Cape.  Rhodes University College was founded in 1904.  Rhodes became an independent university in 1949. The University has campuses in both Grahamstown and East London. Enrolments in 2002 were approximately 5,500 students. Statistics reveal that 45% of students come from the Eastern Cape and that 47% at the University as a whole and 63% at the East London campus are from previously disadvantaged communities. Rhodes University has a history of high achievement and is an institution committed to meeting challenges.  It is an internationally accepted educational Center of Excellence, which recognises its South African setting and the need to meet international standards in a non-racial society.

Objectives of the International Chair in Entrepreneurship

The envisaged objectives of this unique venture were stated as follows:

· To foster a culture of entrepreneurship in South Africa, within higher education and among higher education institutions (HEIs) within a region, at all graduate levels;

· To develop the highest quality theory of entrepreneurial activity and translate it into practice;

· To enable entrepreneurial students in HEIs with a science/engineering/technology (SET) background to establish SET-based enterprises that generate wealth and job opportunities;

· To enhance the involvement of black and women entrepreneurs in SET-based SMEs, through corrective actions;

· To advance cooperation between business, academia, government and foreign expertise in the development of an entrepreneurial-minded workforce in South Africa;

· To transfer research, training and other expertise from the entrepreneurial programmes to the developing world, with specific focus on Sub-Saharan Africa.

The first incumbent, Professor Gideon Maas, was appointed on 1 April 1999, which was also the official date for the commencement of this unique project.  During the period of the initiative, a considerable number of cross-cultural exchanges of faculty and students of PE Technikon and Rhodes University and the University of Limerick have taken place. Collaborative entrepreneurship research and programme development is an ongoing activity. Now, four years after the establishment of the International Chair in Entrepreneurship (ICE), answers can be found on various questions that plagued the initiative such as; is it possible to create a joint venture between such diverse institutes.  Can a joint venture work between a developed and developing country?  Can a venture between these international institutions realise the objectives of the initiative within a limited time span. 

The above questions form the basis of this document.  Through answering these questions, experiences can be shared with other similar initiatives.  This document ends with a summary of the most important lessons learnt.

Successes and Difficulties of ICE

This initiative has achieved various successes. Some of these successes are as follows:

	YEAR
	DETAIL

	1999
	· Appointment of first incumbent (1 April 1999)

· First conceptual model formulated

· First article published

· 2 papers presented at International Conferences and 1 at a National Conference

· 12 workshops presented

· Acted as guest lecturer at various departments and external occasions

	2000
	· Second more detailed conceptual model approved

· Elective module developed and implemented for MBA Wales and PE Technikon

· Honours elective developed and implemented at Rhodes University

· First students accepted as Masters and Doctorate students with entrepreneurship as a topic

· First visit of staff members (2) and students (5) to University of Limerick

· First contract research conducted

· 6 papers presented at International Conferences and 2 at National Conferences

· Workshops presented at three campuses (George, Port Elizabeth, Grahamstown) on entrepreneurship

· 2 open workshops presented

· Trustee member of Comsec

· Member of Techno Park task team

	2001
	· Centre for Entrepreneurship approved at Rhodes University

· First campus company established at Rhodes University

· Entrepreneurs clubs established at Rhodes University and PE Technikon

· First masters thesis completed on entrepreneurship at PE Technikon

· ICE evaluated by external panel which resulted in a very positive report

· PE Technikon Entrepreneurs Club organised successful show which led to the payment of a bursary to a needy student

· Visiting lecturers on entrepreneurship from University of Cape Town (UCT) and University of Pretoria paid visits to PE Technikon and Rhodes University

· 5 workshops held at PE Technikon

· Active involvement of schools in Grahamstown (12 talks)

	2002
	· ICE created the first entrepreneurial academic society in South Africa

· Elective module developed and implemented for MBA programme at Rhodes University

· Three masters theses completed on entrepreneurship at PE Technikon

· Visit of Drs Bob and Joyce Brockhaus to PE Technikon and Rhodes University

· Visit of Mr. Raymond Ackerman to the PE Technikon


However, the above successes were not without difficulties.  As a first for South Africa and it being a unique concept, difficulties could be expected.  These difficulties experienced were;

· Expectations of the different and diverse stakeholders were not clarified or documented which led to different and diverse expectations for the ICE initiative.  With limited capacity, it was a tough ask to meet all these diverse expectations.

· Management of ICE as a joint venture between various institutions is a unique concept, which also gave rise to initial management problems such as the identification of key role-players and continuous communication to these key people within the various institutions.

· Obtaining funding for this initiative was always a problem.  Some of the problems were no clear identity of ICE, no acceptance of responsibility for fundraising and a lack of international funding.  That led to the situation that 30% less funds were obtained than initially planned for. 

· Travel and logistical arrangements between the different campuses created problems because of capacity problems such as a lack of support staff.  Diaries cannot be synchronized between the institutions, which led to extensive traveling especially between PE Technikon and Rhodes University, which are 130 kilometers apart.  Travel to the University of Limerick is a 16 hours travel time.

· The development of a conceptual model for this initiative took some time in the beginning, which caused a delay in implementation.

· A lack of capacity at both institutions to support ICE caused implementation problems.  Objectives had to be re-planned or dropped from the programme.  Continuous after-care of objectives was also not always possible due to capacity problems.

· A lack of understanding regarding entrepreneurial principles impeded the implementation and acceleration of some objectives.  Considerable time was spent on one-to-one interactions in order to break down knowledge barriers.  

· A lack of clear institutional ownership sometimes created the impression that this initiative did not form part of the strategic thrust of the institution, which again led to below par support.

Reviews of the ICE Programme

In order to determine whether ICE is still doing what it was intended for and secondly to identify areas for improvement two reviews were conducted on the activities of ICE.  The first was an internal review conducted at the end of 2000 and the second was an external review conducted at the end of 2001. 

The internal review panel consisted of Prof N Whelan (University of Limerick), Prof N Dorfling (PE Technikon), Prof G Staude (Rhodes University) and Prof G Maas (ICE).  The general findings of this review panel were as follows:

· The focus of phase 1(a) (up to October 2000) was guided by the approved strategic plan for this initial phase, and the performance during this phase, judged against the strategic plan, was very good, if not remarkable, given the starting base.  As will be noted from the foregoing discussion which specify the outputs in respect of phase 1(a), some output areas (e.g. academic programmes introduced, and research undertaken and published) have delivered more than others.  As a general statement, the areas over which the Chair of the ICE programme has some degree of direct control regarding delivery (e.g. teaching and research) have been more successful in delivering outputs than those areas where, in the nature of things, the Chair of the ICE programme can only position matters but has no direct control over the eventual uptake (e.g. outreach activities, and attitudinal change and positive mindsets).

· During phase 1 (b)  (up to April 2002) the application of the evolved conceptual model was intensified with increased emphasis on research and technology transfer, and an increased sensitivity for institutional differences.

· During phase 2 (up to December 2004) the same model will be pursued but deepened and enriched; and the current infrastructure (joint professorship) will be continued.  During this phase special attention will be given to capacity building within the two South African partner institutions in preparation for phase 3.

· During phase 3 (after January 2005) the joint appointment should cease to exist with the two South African institutions expanding their own capacities and creating new mechanisms for networking and coordination.

The external independent evaluation of ICE was done under the coordination of the NRF Evaluation Centre.  The panel consisted of the following members: Ms J Sawers (Innovation Hub Management Company), Mr R Mamorare (Eskom) and Prof A de Klerk (University of Pretoria).  The findings of the panel were as follows:

· The rationale for the establishment of ICE remained valid and the need had even increased.

· The strategic objectives were appropriate, relevant and well articulated, but too ambitious for the limited time and resources.

· ICE was somewhat slow getting off the ground but had gathered momentum in 2001.

· The objectives were not always well understood by the stakeholders, leading to disappointment in some cases.

· Responsible and appropriate governance structures had been set up and were working well.

· Good progress had been made with teaching and research but more emphasis on community outreach activities would be required in future.

· Sufficient funding and progress towards self-sufficiency were a matter of concern.

· Internalisation of the initiative had not adequately taken place at PE Technikon and Rhodes University.

· The incumbent had performed well given the constraints.

· The structure of appointment of the incumbent was not optimal and appointment at either local institution may have been a better option.

· ICE had a definite positive impact on the awareness of entrepreneurship in the two local institutions and the community.

· Different cultures exist at PE Technikon and Rhodes University relating to the acceptance of entrepreneurship.

· The contribution of the international partner was instrumental in realising the overall initiative but had not been developed to its full potential.

Lessons Learnt

Various lessons can be identified from this unique initiative.  Before listing them, one needs to address the process questions identified in the first paragraph.

Question 1: Is it possible to create a joint venture between diverse institutions?

At the beginning of the initiative, it was quite a difficult task for the International Chair working with different organisational cultures.  There were also a lack of clear understanding and acceptance of the different institution cultures and roles by role-players within the institutions.  The word “joint venture” also created the impression that plans should be the same for the different institutions, which showed to be a fallacy over time.  Over time, the differences between institutions were accepted and appreciated which led to a richer learning curve by all role-players.  Principles were addressed and applied differently by the different institutions.  Therefore, it is possible to create a joint venture between diverse institutions but not with the aim of creating one focused system.  The richness of diversity must be accepted and be accepted that institutions according to their respective situations can apply entrepreneurship differently.

Question 2: Can an initiative between institutions within developed and developing countries work?

Within the modern global environment, no country can act in isolation.  Interaction with other countries is needed, inter alia, to stay informed about latest trends and gaining experiences.  The entrepreneurial principle of working from the outside in applies here as well.  However, the transplanting of ideas from one country to another can be a recipe for chaos if different cultures are not taken into consideration.  Therefore, the interaction between developing and developed countries can work if it is accepted that principles must be addressed and adapted in a creative way to suite the specific needs of the one party.

South Africa is not just a rainbow nation but also a blend of American, Europe, Asian and African entrepreneurial thinking.  This blend can provide a richness of ideas in terms of entrepreneurial development.  In terms of the ICE initiative, the networking with developed and developing countries certainly added value to the local initiatives.

Question 3: Is international collaboration the answer to accelerated entrepreneurial development?

International collaboration can easily become a fashionable word if not applied correctly and in isolation.  International al collaboration helped this initiative to gain experiences in an accelerated way.  The exchange of students and staff between international partners continuously add value to entrepreneurial insight and development.  However, ICE experienced a vacuum in the beginning in terms of local networking.  During 2002, an Academic Entrepreneurial Association was formed in South Africa that satisfied that vacuum – a need for local networks.  Certainly, this local initiative is a more cost effective system than the international collaboration.  However, the international and national collaborative systems must not be seen as mutually exclusive systems.  Both are needed and this is one of the most valuable lessons learnt during this initiative. 

Following the above discussions the lessons learnt can be summarised as follows:

· Higher order entrepreneurship cannot happen over night and is not an automatic process in South Africa and must be managed according to unique ventures for some years to come;

· Joint ventures between diverse institutions can work if institutional differences are accepted and that entrepreneurial principles can be applied differently given these differences;

· Entrepreneurship is a global philosophy and can best be improved locally through networking with developing and developed countries;

· International collaboration alone cannot provide sufficient results – local networking is also essential;

·  Entrepreneurship must be promoted as a total system – a balanced approach between teaching, research, business development and technology transfer;

· Funding for initiatives such as ICE is crucial.  Without adequate funding upfront accelerated higher order entrepreneurial development is severely impacted on;

· Expectations of all relevant stakeholders must be clarified upfront coupled with a clear understanding of entrepreneurial principles;

· An International Chair shared by three diverse institutions cannot be regarded as sufficient capacity.  Therefore, capacity must be committed upfront for this kind of initiatives;

· Lastly, it is of utmost importance that this kind of entrepreneurship initiative be seen as part of the strategic thrust of the institutions involved.  Without that it will simply not work.

Entrepreneurship will not be a quick fix for problems.  A philosophy must be nurtured over time.  This kind of initiatives can actually cost institutions money in the beginning before they will realise the benefits of an entrepreneurial institution or community. 

Conclusion

The overall outcome from this joint venture is that a considerable impetus has occurred in the promulgation and development of a capacity for enterprise and entrepreneurial growth within the Higher Education Institutions and business sectors of Eastern Cape with resulting employment creation and consequently the deepening and enhancement of South African entrepreneurship and entrepreneurship education.  Close organic linkages have been made with other South African educational institutions transferring the experience of Irish, European and other relevant entrepreneurship programmes and training schemes, research and related subjects to the New South African context. The sharing of expertise and experience between the international institutions has resulted in the development of a greater capacity for entrepreneurial growth and economic development in the Eastern Cape.  As the ICE programme enters its fifth year of operation the assessment is, that the objectives of the initiative are well advanced. There are several ongoing international and national initiatives in progress now. It is envisaged that by the end of the programme in January 2005 the overall objectives set out will be achieved and valuable lessons as indicated above will be learnt.
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