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FOREWORD

Foreword

Startups and entrepreneurs seldom triumph in isolation.
Success is linked to various other factors including, but not limited to, a
startup’s team, vision, work plan, and the execution and implementation
of their best-laid plans. That said, many startups are made or broken
based on their access to a local startup ecosystem and the availability
of incentives and support mechanisms necessary to succeed. Other
ecosystem stakeholders such as technology promoters, users, financiers,
and governments play an important role in enabling innovations to occur
in individual local markets. As Startup Commons1 puts it: “Growth and
success of your [startup] ecosystem is dependent on how well you design,
implement, and run your ecosystem support service process”.
The SAIS 2 Programme’s mission is to catalyse new businesses and foster a culture of
entrepreneurship by investing in regional cooperation and ecosystems. At the programme
level, SAIS 2 does so by not only focusing on entrepreneurs, but critically also on enhancing
the capacity of innovation support organisations2 (ISO) to improve ecosystems in local,
national, and transnational geographical contexts.
SAIS 2 sees innovation hub managers and other local champions in ISOs as the best resource
to support startups and entrepreneurs in their communities. Being relatively new instruments,
ISOs can often benefit from better access to mentors, investors, and other established role
players in the ecosystems, including government and academia. These connections are
essential for the continued growth of the entrepreneurial and innovation ecosystem, thus
contributing to a region’s healthy social and economic development.

1
2

www.startupcommons.org
Innovation support organisations are defined as: technology & innovation agencies, business and innovation
centres, universities & research centres that facilitate and support innovation by providing the bridging, brokering,
training, financing, and knowledge transfer necessary to bring together the range of different organisations and
knowledge needed to create successful innovation. These organisations usually operate at national level.
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Foreword
This publication will show how the capacity building programme “Project Management
and Investment Readiness” was designed and delivered to SAIS 2 Innovation Fund project
grantees. The training programme was planned together with Impact Amplifier (IA). After the
initial design, IA was given a mandate to plan the content for delivery, both online and onsite, using their portfolio of instruments.
The focal assumption for the training was simple: by upgrading the capacity of local ISOs,
SAIS 2 is not only improving their competences, but also the operation of the local ecosystem
as whole, to the benefit of the local entrepreneurs. The training was thus aimed to boost
both ISOs and entrepreneurs’ skills on business development and access to funding. As SAIS
2 projects were delivered by multi-stakeholder consortiums3 in a minimum of two countries
within the SADC Region, the training of ISOs were expected to foster the linkages between
various ecosystems and encourage regional knowledge sharing on what works, where,
and why. The training was implemented in three cohorts, each comprising different SAIS 2
Innovation Fund project grantees from different calls for proposals organised by the SAIS 2
Programme Management Office (PMO) and hosted by the Namibian Commission of Research,
Science, and Technology (NCRST). The training strongly emphasised the importance of
learning from one another, learning to give and receive good quality feedback, and increasing
trust between the participants within the group.
Mentoring was considered a crucial element in the training. Its provision was mostly remote,
using email, Zoom, Google Meet, Skype, and online mentoring tools by a selected group of
individuals. These individuals were selected by IA’s partner organisation, VC4A, based on their
practical business and/or domain expertise.

3

Project consortium is defined as group undertaking comprising an association of two or more companies
or organisations with the objective to participate in a common activity and/or to pool their resources for the
achievement of a common goal through a project supported by the SAIS 2 Innovation Fund grant.
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Foreword

The
expected
learning
outcomes
included a
multitude
of topics,
including:

•

understanding of core aspects of entrepreneurial
venture creation and management;

•

the ability to develop and deliver effective business
pitches and presentations;

•

the ability to create necessary financial, operational,
and marketing plans;

•

understanding of the different types of external
funding sources (grants, credit, equity investments)
and corresponding funder preferences and
expectations;

•

the ability to recognise unsolved problems/unserved
opportunities and market gaps;

•

the ability to identify target customers and users
(including decision makers, drivers, influencers),
analyse the competitive environment, and formulate
customer-focused value propositions;

•

the intention to apply acquired knowledge and skills
in developing new products, and creating new and/or
accelerating existing business ventures;

•

understanding of the impact of key legal, taxation, and
regulatory issues on equity investing activities;

•

knowledge of different types of equity investment
vehicles and terms;

•

and the ability to negotiate, close, and structure
investment deals.
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“Growth and success
of your [startup]
ecosystem is dependent
on how well you design,
implement, and run
your ecosystem support
service process.”
- Startup Commons

Foreword
Throughout the training, a Train-the-Trainer approach was applied to promote the handover
of the implementation capacity to local champions. Together with the newly established
mentor network, this is one way to build sustainability into the ecosystems in which the SAIS
2 Innovation Fund grantees operate.
The publication is organised as follows. The first section introduces the partnership behind
the training. Then the second looks at the content and delivery of the training followed by
capturing the training provided through selected short case studies on projects and the
mentor training. The booklet concludes with a section on the lessons learnt.
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PARTNERSHIP
DELIVERING
THE CAPACITY
BUILDING
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SAIS 2 Programme

1.1 SAIS 2
Programme
Knowledge. Networks. Entrepreneurship.
The Southern Africa Innovation Support Programme (SAIS 2) is a regional
initiative that supports the growth of new businesses by strengthening
innovation ecosystems and promoting cross-border collaboration
between innovation role players in Southern Africa.
The programme focuses on strengthening early-stage enterprises
and young entrepreneurs, connecting innovation ecosystems, and
promoting innovations serving socially or economically disadvantaged
populations. SAIS 2’s overall objective is “enhanced regional innovation
cooperation and national innovation systems contributing to inclusive
business and development”.

A key component for the
SAIS 2 Programme is the
SAIS 2 Innovation Fund,
which was implemented

SAIS 2 is funded by the Ministry for Foreign Affairs of Finland in
partnership with the SADC Secretariat and the governments of Botswana,
Namibia, South Africa, Tanzania, and Zambia. Its implementation has
been running from 2017 to 2022 under management of the SAIS 2
PMO in Windhoek, Namibia, in collaboration with the SAIS 2 National
Focal Points. The latter being national organisations mandated with
coordinating and promoting Science, Technology, and Innovation (STI)
in the five SAIS 2 partner countries.

12

through three open calls
for proposals.

SAIS 2 Programme
The programme’s activities are organised into three main components:

i
the SAIS 2
Innovation
Fund;

ii

iii
Knowledge and
Networking.

Capacity Building for
the Innovation Fund
Grantees; and

A key component for the SAIS 2 Programme is the SAIS 2 Innovation Fund, which was implemented through three open
calls for proposals. The fund provided (matching) grants to innovative projects that sought to pilot, demonstrate, and
replicate concepts and prototypes before rolling them out to the market as new or improved products, services,
or processes. To complement the grant, SAIS 2 offered capacity building for the project consortiums, which were
implemented as thematic programmes designed together with recognised expert organisations. The content and
delivery format (online/offline) were calibrated to meet the needs of target audiences in the five SAIS 2 partner
countries, whilst accommodating opportunities for peer learning whenever possible.
The capacity building programme “Acceleration and Investment Readiness” was designed in three stages. The general
assessment of the demand complemented by the initial draft programme was done by Courage Ventures Oy and
Empea-I, followed by mLab Southern Africa’s appraisal. The final programme was designed and delivered by IA4 with
the support from VC4A5. The training improved the business skills and project management capabilities of selected
SAIS 2 grantees (ISOs) and their clients (entrepreneurs) in parallel with the implementation of the market validation
project. In addition to the better understanding of market validation process, the participants acquired further
skills on business planning such as product–market fit in Southern African countries, market entry strategies, and
financing. Finally, the trainees gained new perspectives to assess their operational business goals and access to
finance improving their ability to understand both the needs and expectations of investors.

4
5

www.impactamplifier.co.za
consulting.vc4a.com

More information on the SAIS 2 Programme can be
found at www.saisprogramme.org.
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Impact Amplifier

1.2 impact
amplifier
IA is a social impact-focused accelerator and capital advisory business,
blending research, impact assessments, business development
services, and funding to scale commercially viable social enterprises
in Africa. Founded in 2011, with headquarters in Cape Town and offices
in Johannesburg and Lagos, it addresses Africa’s socioeconomic and
environmental challenges through:

•

•

•
•

Social Enterprise Acceleration – Providing acceleration, investment
readiness, capital raising, and bespoke business development services to
post revenue and high-impact businesses.
Impact Investors – Assisting impact investors to build quality business
portfolios, which can thrive commercially whilst making a meaningful
contribution to social challenges.
Impact Assessments – Supporting larger companies to both enhance and
measure their social and environmental impact.
Entrepreneur, Investment, and Ecosystem Research – Creating a range of
research solutions, at various scales, to support the knowledge gaps in the
impact investment ecosystem.

14

VC4A
IA typically trains up to 60 social enterprises a year, accelerates 30 over a longer period,
and works actively across eight to ten yearly grant/investment deals per year. IA conducts
two or three impact assessments per year with larger companies that are interested in both
understanding their impact and changing the way they do business to enhance various social
outcomes.
Some of IA’s institutional clients have included: Nando’s (Globally);
Google.org; World Bank; NEPAD; The Innovation Hub; The South
African Breweries Foundation; The Technology Innovation Agency
(TIA); Youth Employment Service (YES); GIZ; and NIRAS.

1.3 vc4A

IA is a social
impact-focused
accelerator and capital
advisory business,
blending research, impact
assessments, business
development services,
and funding to scale
commercially viable
social enterprises in
Africa.

VC4A offers its online infrastructure (VC4A.com), network, and expertise
for the implementation of programmes that seek to contribute to Africa’s
startup movement.
VC4A is the leading African startup community with an 85,000+ member base across the African
continent and a database of 10,000+ ventures, which leverages its online platform, social
media channels, and large partner network for tailored support to African entrepreneurs and
startups.
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2

Design and
Development
of the
Programme
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Partnerships

This section will first provide an overview of the
programme, before dealing with the programme’s various
aspects in detail for the reader’s understanding and to
contextualise the case studies that follow.

2.1 Overview
The SAIS 2 capacity building programme, “Acceleration and Investment Readiness”, was
designed specifically for entrepreneurs and the ISOs supporting them. The programme was
led by IA, with VC4A being responsible for the mentoring component.
Three distinct services were offered to three groups of SAIS 2 Innovation Fund grantee
consortiums (ISOs) and their clients (entrepreneurs). The group allocation was based on the
scheduled implementation of SAIS 2 Innovation Fund grantee projects.

2.2 Acceleration
The participants were provided investment readiness acceleration, focused on the SAIS 2
consortium as a whole or a business within the consortium. The acceleration was designed
to provide support in the following areas:

18

Partnerships
A needs assessment was conducted with each
consortium to determine the kinds of assistance

•

•

Impact Model – Social or
Environmental Challenge
and Solution, and impact
measurement and Management

that would be best suited to the group, and to

Target Markets, Competitive
Landscape, and Value
Proposition

Based on the various organisational types,

decide whether the acceleration should be
focused on the entire consortium or just the
lead partner.

maturity of the consortiums and members,
and project intentions, it became clear that
investment readiness for all the consortiums

Market Access – sales,
distribution, promotion, and
partnerships

was not an appropriate ambition. Therefore,

•

Financial Modelling

investment readiness, much of the acceleration

•

Growth Strategy

to clarify their strategic direction, understand

•

Three-Year Financial Plan

•

Pitch Presentations

•

•

Investor Documentation

individualised

acceleration

plans

were

developed which defined specific acceleration
goals and objectives for each group. If not
support focused assisting the lead organisations
the financial implications of realising these
strategies, and various approaches to funding
these ambitions.
The frequency and intensity of the acceleration
support varied greatly by consortium based on
its collective needs and capacity. Acceleration
was provided over a period of eight to twenty
months based on the specific goals and
objectives to be accomplished.
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2.3 Master Classes
Investment readiness master classes were provided to support the various participants that
that entered the programme, each with unique requirements and skill levels. The master
classes were created to support consortium members and to enhance their expertise in the
investment readiness subject areas as defined in the acceleration section above. The master
classes were delivered in two distinct models:

2.3.1 Group – In-Person and Virtual
For the first SAIS 2 cohort, based on feedback from the consortiums’ and cohorts’ needs
assessments, the following subjects were defined as the most relevant:

Market Access
– Sales,

Financial

Growth

Investor

Distribution,

Modelling and

Strategy

Landscape and

Promotion,

Planning

Documentation

Partnerships

This content was delivered as a two-day workshop in Johannesburg with 19 people from 11
different groups based across Southern Africa.
The intentions of the two-day workshop and follow-on training session were to:
•

Acquire financial modelling skills at a level that would enable the participants to consult
(for remuneration) or to teach these skills to others.

•
•

Understand how to create a financial model and a cash flow forecast.
Provide case studies of SMMEs from the SADC Region, how they commercialised their
products, what lessons they learnt, and what obstacles they overcame.
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•

Develop strategies to commercialise demand for the organisation’s services, particularly
in environments where affordability is low.

•

Become better prepared for delivering a more advanced investment readiness
programme and growth-stage acceleration services.

•

Acquire new tools, methodologies, templates, and frameworks, which can be used for
the participant beneficiaries.

•

Develop strategies for achieving both social impact and financial return.

•

Learn how to attract impact investors and entrench them in community-based projects.

•

Discover methods to sustain impact, replicate the impact and, most importantly, how
to sustain themselves financially until their investments/services start sustaining their
activities (currently donor-funded organisations).

•

Establish an impact framework and how to teach measurement and monitoring.

As a result of the two-day workshops, additional virtual training sessions were provided in
small groups and one-on-one. These sessions provided greater depth to the subjects covered
whilst expanding on the subject matter to achieve the intended goals. All the content was
housed on a learning management system so that all consortium participants could access
the content provided and share it with their respective teams.

2.3.2 Individual – In-Person and Virtual
The second cohort’s master classes were delivered to each consortium separately both
in-person and virtually in response to the consortiums’ needs as well as the restrictions
resulting from the COVID-19 pandemic. The primary focus areas included:
•

Investment Readiness – what are the steps and how best to teach it to entrepreneurs.

•

Growth Strategy – how to apply it to the consortium partners, but also how to teach it
to their respective beneficiaries.

•

Impact Measurement and Monitoring – how to apply it to the consortium partners, but
also how to teach it to their respective beneficiaries.
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These training sessions were delivered in multiple sessions with each consortium over a
period of six to eight months.

2.4 [Beneficiary] Mentoring
As there are often not enough local mentors to support emerging startups in many markets,
this dimension of the programme was designed to create new mentor networks in three of
the five SAIS 2 partner countries: South Africa, Botswana, and Zambia. These mentor networks
were intended to support the beneficiaries of SAIS 2 intermediaries by supplementing and
enhancing their service models.
The programme recruited mentors who were senior business professionals, who have been
or are also successful entrepreneurs, and who were interested in becoming mentors and
angel investors. The mentors were trained in the following key areas:
•

Contract between mentor and mentee

•

Introducing “Mentor-Driven Capital”

•

Why mentor a startup?

•

What is mentoring? Distinguish mentor, advisor, coach, investor

•

Four building blocks of a strong mentor–mentee relationship

•

Five steps for structuring the mentoring engagement

•

Defining boundaries, goal setting, and exits

•

Understanding the entrepreneurial mindset

•

Top seven benefits for mentors

•

Thinking and acting like an angel investor

•

How to help startups approach corporate partnerships

•

Organisational management: Fundraising; go-to-market strategy; customer
identification – getting customers to pay for the product or solution – and
the recruitment, building, training, and retention of a quality team

22
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After the training, the mentors were paired with an entrepreneur who
required mentoring, each making a minimum commitment of time and
support to each business.
The main objectives were not only to train individuals and match
them with mentees, but more broadly to support the entrepreneurial
ecosystem by strengthening the acceleration support available and
potential access to funding. The entire process was a collaborative
effort along with the acceleration and angel investing partners in each
country that experienced, learnt, and will ultimately manage the mentor
programmes once they had been established. It is expected they should
take advantage of, leverage, and continue to grow the mentor networks
through their continued operation of their programmes.
In South Africa, the primary partners were mLab and Jozi Angels; in
Zambia it was BongoHive; and in Botswana, it was Botswana Innovation
Hub and Angel Network Botswana.

2.5 Support Roles
IA provided the acceleration and training support whilst
VC4A created the mentor networks.

23

As there are often
not enough local
mentors to support
emerging startups
in many markets,
this dimension of
the programme
was designed to
create new mentor
networks in three
of the five SAIS 2
partner countries:
South Africa,
Botswana, and
Zambia.

Partnerships

2.6 Overarching Principals
These services were intended to be supportive and not an imposition. If there was not a
good fit with the SAIS 2 project or the lead’s interests, then the project should move to the
alternative SAIS 2 Programme capacity building offered (Inclusive Innovation).
The acceleration and training processes required both IA and the participants to be fully
engaged. The acceleration process in particular included mutually agreed upon areas, which
required further research, consideration, and documentation by the participants. Thus, the
process was moving at a pace defined by participant engagement. If the participants could
not or were not prepared to fully contribute to the process, it would not be as successful as
planned.

24
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STUDIES ON
PROJECTS AND
MENTORSHIP
TRAINING
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Case Studies

1

This section will present selected case studies from the
two consortiums that participated in SAIS 2’s Accelerator
and Investment Readiness Programme for Entrepreneurs
and Innovation Intermediaries. It will also present selected
cases on establishing and training mentors and mentees in
South Africa and Botswana.

3.1 Project Case 1
Injini – Developing EdTech Startups and the
EdTech Ecosystem
Project Focus
The project’s intention was to validate the concept of the EdTech ecosystem in Southern
Africa, including finding grassroots ideas and turning them into early-stage startups that
are ready for incubation. Led by Injini EdTech Ventures (South Africa), it worked with four
other innovation support programme partners, including BongoHive (Zambia), These Hands
GSSE (Botswana),   Namibia Business Innovation Institute (Namibia), and The Launch Pad
(Tanzania) to establish an EdTech ideation and incubation ecosystem.
The project had two distinct parts. The first included the partners recruiting EdTech startups
in the five respective countries to host an EdTech Sprint Week, where at least ten EdTech
entrepreneurs participated in an intense period of acceleration and polishing whilst
working with leading experts in education, EdTech, and startup strategy to create three key
deliverables: a strategy document, a user journey, and a partnerships map to be pitched
to experts. The EdTech businesses with the greatest potential from this process then short

26
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listed for Injini’s incubation programme, where their business models and impact strategies were
developed and refined. Over 130 EdTech businesses were involved in the sprint weeks, and 14
participated in the two cohorts of the Injini incubator.

Acceleration/Training Approach and Outcomes
3.1.1 Acceleration

Injini was struggling with its for-profit business model when it entered the programme. To ensure
Injini could effectively incubate early-stage EdTech startups after the SAIS funding period, IA
decided to focus its acceleration support on the fundamentals of Injini’s business model.
Injini’s management team was grappling with key strategic questions like its position within the
EdTech and innovation ecosystem; measures required to increase the probability of attracting
startups capable of not only completing the Injini incubation programme, but of surviving
and growing beyond it; current theory of change and impact model; operational structure and
business tactics; analysis of current stakeholder and revenue sources; and an assessment of
additional/new revenue models and sources.
IA hosted two in-depth strategy sessions with Injini’s management team and board of directors
to address these issues.

3.1.2 Train-the-Trainer

IA engaged with Injini’s SADC partners to understand their revenue models, modus operandi,
beneficiaries, challenges, and opportunities. The parties identified the investment readiness
training needs of both the partner organisations and their beneficiaries. Injini and some of its
partners participated in multiple training workshops to address these issues. Additionally, IA
conducted multiple one-on-one training sessions with Injini regarding its financial and project
reporting, and how to structure its record keeping and reports to provide more instant and
valuable information to the internal team.
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Finally, IA led impact measurement workshops with Injini’s first and second SAIS 2-funded
cohorts, which consisted of individual sessions with each of the startups.

3.1.3 Outcomes/Intentions

Although there have been multiple types and levels of support provided by IA to Injini and its
partners, the following reflects only a few of the key growth areas observed:
Injini was addressing multiple issues across the entire EdTech ecosystem in Africa.
As a small organisation with limited internal capacity and financial resources, it was
impossible to support the entire value chain. Injini has decided to focus its efforts on
supporting more mature EdTech businesses in the ecosystem.
Creation of a strong network of EdTech support organisations throughout Africa,
which have and can continue to function as a meaningful feeder system into Injini’s
programmes.
The results of these two changes have been more mature and better-quality
applicants into the programme. The second cohort was both more mature and better
able to use Injini’s support. Therefore, they were far more likely to function at scale
and become economically sustainable.
This growth is material and will position Injini to thrive and expand its place in the African
EdTech ecosystem.

28
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3.2 Project Case 2
Africa Food360 Accelerator
Project Focus
The lead partner for the Africa Food360 Accelerator was recently rebranded as the Women’s
Entrepreneurial Access Centre (WEAC). The Africa Food360 Accelerator focuses on empowering
female agro-entrepreneurs to scale innovations, increase efficiency, and improve delivery
whilst creating social impact on rural-based small-scale farming communities.
The consortium behind the SAIS 2 Innovation Fund project also included Brilliant Entrepreneur
of the Netherlands, Global Entrepreneurship Network of Namibia, Kapture Creative of South
Africa as project members. WEAC’s local supporting partners included Onyx, Atlas Mara,
Musika, and Hivos. The accelerator included 24 women entrepreneurs, with a combined
network of over 1,200 small-scale farmers.

Acceleration/Training Approach and Outcomes
The acceleration support was focused on WEAC as they were the principal partner delivering
most of the Africa Food360 Accelerator. WEAC focuses on women entrepreneurs as it believes
they are vital to Zambia’s economic growth and development. Before the start of their
capacity building, WEAC had observed that most of the participants who graduated from their
programmes and projects are often unable to access the financing, even when they have the
potential to grow and become profitable.
In response, WEAC is repositioning itself to “facilitate access to finance and investment
opportunities”, through the development and introduction of WE Invest and WE Fund (a fund
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of funds). These two interventions are expected to have a meaningful impact on reducing
the capital shortages of women-owned businesses. Additionally, these programmes are
intended to provide needed financial sustainability to WEAC.
Although adept at providing operational support to the businesses in its acceleration
programme, WEAC did not have the skills and capacity required to support an investment
readiness process or raise capital on behalf of the businesses in its various programmes.
The organisation had also been supported through grant funding up to that point in time.
WEAC recognised this to be unsustainable and that it would prove to be a challenge to its
realising its growth ambitions.

3.2.1 Acceleration

Based on these needs, the acceleration support concentrated on guiding the WEAC team
through a growth strategy process which focused on how to develop fee-for-service models,
expand its service offering to realise these opportunities, and enhance its existing funding
base. As WEAC intended to be both an impact investor and to raise funding from impact
investors, it needed to develop the WEAC impact measurement and management model as
a precursor for performing either role within its investment landscape.

3.2.2 Train the Trainer

Realising the ambition of providing investment readiness support, being an impact investor,
or raising capital all require an intimate knowledge of how to support entrepreneurs to
be investable. As this skill was not part of the current WEAC team’s skill set, the training
approach taken was to use two businesses in the Africa Food360 Accelerator as real-time
training case studies: Regitech and Omega Foods. Regitech is a growth-stage enterprise,
a soya bean processing business with multiple products (soya oil, cake, mince) servicing
multiple market segments. Omega foods is also in a growth stage and sells indigenous
grains and cereals. Both businesses have developed a smallholder farming supply chain
network to support their processing and distribution needs.
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The training included each step of the investment readiness process as previously described. The
process worked as follows:
•

The WEAC team was split into two teams to work through the content and details of the two
participating businesses.

•

IA provided the WEAC team with one module of an eight-part process to review.

•

After the WEAC review, the module was discussed with IA to clarify any issues.

•

WEAC along with each of these businesses then completed the module and submitted it to IA.

•

IA and the WEAC team would meet to review the outputs produced and provide any feedback for
adaptation and revision.

•

Finally, the WEAC team and entrepreneurs finalise the module.

3.2.3 Outcomes/Intentions

In combination, the acceleration and training achieved the following key outcomes:
Allowed the entire WEAC team to participate in an applied learning process with two of the
entrepreneurs in its programme, which not only helped them understand the investment
readiness content, but also how to engage with entrepreneurs in applying it.
Created an impact framework to understand how their initiatives translate into measurable
impact on the SME, small farmer, and agricultural supply chains they serve.
Enabled WEAC to build its own content and intellectual property specific to its focus
markets, which will form the basis of its WE Invest business.
Defined the suitable structures for both the WE Invest and WE Fund initiatives, fast-tracking
its progress towards execution planning.
Assisted WEAC to build the skills required to develop a sustainable pipeline of SMEs, which
are suitable for the WE Invest and WE Fund initiatives, which the WEAC will depend on if it
is to transition to its new role as an investment facilitation intermediary.
The acceleration and training were still underway at the time of this publication.
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The focus and emphasis are too often on the financial
aspects of early-stage investing, yet the soft (non-financial)
contributions that business mentors (and angels) make to
startups can add equal or more value. Business mentors
are in a unique position to add value as they bring deep
industry experience, an extensive network of contacts, and
many lessons learnt from years of being in the industry.

The mentoring programme recruited capable mentors, who may be or are interested in
becoming angel investors, and startups beyond the idea stage with a product/service in
the market and paying customers. This ensures the mentor has a more established/serious
business to work with. Through the mentor training, mentors are provided with a framework
and several practical tools, resources, and tips to shape their mentorship with the aim of
making it more fruitful for both the mentor and mentee.
By the end of the programme, 78 mentors across South Africa, Zambia, and Botswana had
been trained and activated. The following are two case studies of mentors and businesses
from the participating countries.

78 mentors
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4.1 Case 1: South Africa
Mentor: Rudi Kruger of Index Innovation Group
Mentee: Tinashe Guramatunhu of King Online king-online.co.za
King Online is e-commerce online store specialising in healthcare and hair care products.
The business started selling condoms online and later expanded into selling homeopathic
and personal care products online, which they mostly sourced from two “health retailers”
at margins of 25% and less. The business was started in Tinashe’s home and was run out
of his garage. When the mentoring programme started, he had two full-time employees
and he outsourced his digital marketing and distribution to third parties. Shortly after the
mentoring started, the COVID-19 pandemic happened and South Africa went into a hard
lockdown for several months.
Rudi and Tinashe were linked, met at the business and in coffee shops, and communicated
regularly on WhatsApp. For Rudi to understand the business, he designed a crude
diagnostic, named QuiCA – Quick Continuity Assessment – which measures six key cost and
income drivers. Once a baseline was established, they devised strategies for each of the
six measures (sales, supply, cash flow, distribution, HR, and overheads). Considering King
Online’s low volumes, it could not open credit accounts with major suppliers and was forced
to source products from brick and mortar health shops on a COD basis. This impeded King
Online’s growth ability as it had financial constraints and limited resources after paying
overheads. The first thing the mentor/mentee team did was negotiate marketing spend
contributions from the health shops to pay for online advertising. Secondly, they took online
orders, but dispatched them directly from the health shops via courier, never touching the
products. As the lockdown continued, and advertising efforts on Facebook, Google, and
Instagram became more effective, King Online’s turnover started to grow more rapidly. When
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sales trebled, they started negotiating with suppliers directly, thereby increasing margins up
to 60%. They also dramatically improved credit and cash flow. By the end of the lockdown,
turnover reached R250,000 per month compared to R50,000 to R80,000 prior to lockdown.
Turnover subsequently decreased to R150,000 after the lockdown ended, but the margins
have remained significantly better. On the marketing side, they recruited influencers with
100,000 followers or more. After measuring customer feedback from Google, they shifted
their focus to customer service. The business has now moved into commercial/warehousing
premises and invested in a delivery motorcycle and driver for express deliveries. It also hired
additional staff and now do online marketing in-house.
The mentor also made introductions and funded new product lines
in the homeopathic market as it is small but lucrative, with high

By the end of
the lockdown,
turnover reached
R250,000 per
month compared
to R50,000 to
R80,000 prior to
lockdown.

brand loyalty. As per the mentor, “Working with King Online has been
a very gratifying experience as Tinashe is a fast learner and open to
experimentation. I have no doubt that King Online will in time become
a powerful niche player in the online health space.”
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4.2 Case 2. Botswana
Aditya Raja Ram, Managing Director – Botho Park
Pro-Vice-Chancellor & Director (Infrastructure) – Botho
University and founding member of Angel Network Botswana
Mentee: Sethebe Manake – GoSmartValue www.gosmartvalue.com
GoSmartValue is an automated property valuation platform. When GoSmartValue started
the mentoring programme, it was going through a massive transformation from a traditional
brick and mortar business into a scalable online business model. Sethebe had developed a
base programme, but was looking for guidance on five main areas: partnership evaluation,
business growth potential, how to launch, how to price, and how to ensure she remains
a part of the industry without seeming like competition. Together, Aditya and Sethebe
prioritised three focus areas: product placement and pricing, partnership development, and
corporate strategy and team building.
Having agreed on the major topics of focus, they used the programme’s
structured agreement to resolve what was expected from each party and
how often they would meet. The weekly discussion thereafter resulted in
the mentee finding clarity on how to project her product to the various
markets that existed for her. They segmented the market and identified the
drivers for them and what pricing would suit each segment. Furthermore,
the mentee was able to solidify what her business is about and clarify her
vision for its future. Eventually, this led to the new business model, which
generated revenue and allowed for angel investment to catalyse its next
stage of growth. Sethebe is now poised to grow the business from its current
valuation of $0.5 million to $10 million in the next three to five years.

37

Sethebe is now
poised to grow
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from its current
valuation of $0.5
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million in the
next three to five
years.
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Lessons Learnt
SAIS 2 was testing a range of different social innovations across various geographies during
this capacity building programme. Piloting new ideas, approaches, and collaborations in new
markets always bears the risk of failure. Although success is not guaranteed, lessons are.

This section reflects on some of the key challenges and
lessons learnt in delivering the Accelerator and Investment
Readiness Programme for Entrepreneurs and Innovation
Intermediaries.

5.1 Consortiums
The SAIS 2 Programme facilitated collaboration between organisations across international
borders within Southern Africa. This created new and furthered existing relationships in
the pursuit of social and commercial innovation. Despite an increasing focus on supporting
innovation, there are only a few initiatives specifically constructed to promote these kinds of
collaboration. New partnerships, doing new things, are complex and sometimes fragile based
on the strength of the partnership and stability of the organisations. It involves organisations
combining their existing capacities, structures, cultures, and systems to support the
adaptation and adoption of a product or service to a new environment.
The outcomes of these types of collaborations depend on both internal and external
factors. The internal factors include strong and clear leadership, collaborative and adaptive
management style, and the partner organisations’ experience and competency. The
external factors may include several cultural, political, social, environmental, economic, and
technological factors.

40

Lessons Learnt
Successful implementation is influenced by how established, tried, and
tested the products or services are in the market of origin, a competent and
confident team experienced in forming new collaborations and penetrating
new markets, and the consortium’s ability to mobilise adequate financial
resources at the right junctures to maintain momentum and efficiency.
Many of the consortiums supported by SAIS 2 had not formally worked
together previously. Additionally, the partners brought different levels of
capacity and expertise to the collective (a joint project supported via SAIS 2
Innovation Fund grant). This lack of familiarity, capacity, and competencies
created inconsistency in quality and the timing of delivery of the trainings.

The SAIS 2
Programme
facilitated
collaboration
between
organisations
across international
borders within
Southern Africa

The most important driver of success was the stability and strength of the project lead.
When the project lead had the expertise and capacity needed to deliver the project, they
successfully filled in for other partners that could not deliver, and successfully progressed
the consortiums’ interests and aspirations. However, if/when the lead partner(s) of the
project(s) were fragile or did not have the skills required, the projects did not realise their
intended objectives.
The complexity and fragility of the consortium is often underestimated. In the first year
of operations and before the SAIS grant, some grantee teams were still establishing their
business models and operational practices. Often, these type of projects experience cash
flow challenges and prioritise a range of costs over the salaries their teams. This jeopardises
the continuation of the original teams and requires updated (often leaner) management
structures. Whilst such actions are reasonable steps to undertake, the teams re-organising
themselves in the middle of delivery are often constrained by the lack of capacity and
cash flow, and the consortium’s inability to secure the team and the services it requires to
effectively plan its roll-out. Some of the key lessons to ensure delivery before the work starts:
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Capacity constraints

Working capital constraints

In a project of a larger size such as

Project consortiums need to ensure

those supported by SAIS 2 Innovation

that they have the financial means

Fund grants (EUR 50,000–300,000),

to carry the costs and continue to

complexity and transnational reach

fund operations prior to any grant

requires a consistent and committed

reimbursements.

The

minimum

team to realise success. Without a

co-funding requirements of the

strong team, the tasks of planning,

grant are usually inadequate, and

administration, and coordination of

thus consortiums may be poorly

activities in several partner regions,

aligned with the grant constraints

marketing, public appearances, and

if they are only able to spend the

fundraising can be too difficult to

minimum amounts.

manage.

Developing consortiums without prior working relationships across international borders
is a complex activity, and the consortiums can be very fragile, based on the strength of the
partnership and the institutional stability of the organisations involved.

5.2 Business Diffusion
Multiple consortiums design their interventions to take an existing service or product
innovation and introduce it into new markets. Entrepreneurs throughout the world are
creating new solutions for what were previously considered humanity’s intractable challenges,
including economic development, education, healthcare, housing, water, energy and more.
Most of these solutions, however, have not scaled or been replicated in different geographies,
and most are being developed on a de novo basis, often without the benefit of current best
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practices. Yet, business models and solutions in the same sector often share many common
elements that, when replicated, speed time to market and increase the likelihood of success.
Social enterprises, especially those serving low-income communities, are generally operating
with low-margin business models, selling goods and services to people with limited resources.
This impedes organic growth. These entrepreneurs also often work in isolation from others,
trying to address the same challenges, as they are without the networks or the resources to
facilitate collective learning. Furthermore, these entrepreneurs are creating new markets,
working with new goods and services, and unproven business models. These factors are
cumulative and mean that these entrepreneurs learn in a vacuum, through trial and error,
and rebuild what has already been tried and tested.
Business diffusion, the approach of taking an existing model from one place and transplanting
it into another, is an ideal way to scale innovation. However, it is a complex process which
many of the SAIS 2 projects discovered when testing this model. Some of the key lessons
learnt in this regard included:
Successfully migrating any business model or innovation into a new context
requires a rich understanding of culture, social norms, and existing systems. This
understanding provides the requisite knowledge to adapt existing models to suit the
local environment and ensure adaptation.
The original model must be proven. If an existing model is being introduced into
a new context before it has been tried and tested sufficiently at source, it creates
insurmountable obstacles to success. In these instances, the innovation is attempting
to clarify its product or service, market segments, value proposition, distribution
strategy, and commercial model – all whilst setting up in a context with new partners
and communities that are unfamiliar.
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5.3 Technology-Related Challenges
Introducing new technologies or applications to the market can be a challenging process.
It is particularly difficult in industries such as healthcare and education due to the heavily
regulated operational environment. It follows then that the consequences of mistakes are
extremely damaging, and the value chain usually has multiple actors, which require varying
skills and motivations for adoption.
The introduction of a new technology-enabled services, products, or processes in an existing
ecosystem requires a careful assessment of the market, including social, technological,
and institutional environment, including the formal rules, the regulatory environment, and
informal components such as business practice and the “ways to do things”. As an example,
when introducing a new innovation in the healthcare sector, as a minimum, the following
should be in place:
•

a clear market need;

•

tried and tested new technology;

•

technical expertise to operate new technology;

•

service and/or product design expertise;

•

training for both the design and operation;

•

market interest, a willingness to integrate the technology, and the capacity to participate
in the design process;

•

public sector interest and a willingness to allow new services, products, and  processes
to replace traditional methods;

•

private business interest and a willingness to allow new services, products, and processes
to replace traditional methods;

•

public sector administrators’ and the private sector’s willingness to pay for new services,
products, or processes versus traditional technologies, and to maintain liability for its
functionality; and

•

consumer awareness of the new service, product, or process and a willingness to adapt.
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Success requires that the team introducing the new service/product/process fully understands
the complexity of integrating it into the given ecosystem. Migrating an approach and process
used in the original market into a new market without understanding the interdependency
of each part of the process or how long it will take to build the skills and consensus required
is challenging. The validation process helps to uncover constraints and may require changes
in the business plan, approach, or even production line to fit into new markets. “Test cases”
can demonstrate the benefits and verify the costs in comparison to current methods whilst
sometimes leading to the conclusion that there is a poor market fit.
Market validation cases can demonstrate not only the complexity of business diffusion, but
also how exceptionally complex a roll-out of an innovative technology and/or approach
can become when the challenges are compounded. Technology diffusion from traditionally
manufacturing environments to high-tech environments, cross-border innovation diffusion,
new consortium development, and sophisticated test case reconstruction all need to prove
the efficacy of the chosen approach.

5.4 Acceleration
The consortiums participating in SAIS 2 were extremely diverse in terms of the social
challenges addressed, organisational types, size, geographic focus, maturity, capacity, and
expertise.
This diversity was directly reflected in their respective acceleration needs. The needs ranged
from core issues like market segmentation and access, financial modelling and planning,
growth strategy, impact assessment, and measurement. It also included more complex issues
such as programme design, stakeholder management, partnerships, curriculum development,
and conflict resolution.
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This
diversity and
complexity
imparted the
following key
lessons:

Acceleration services
must be both nimble
and adaptive to meet
the participants’ needs.
Rigid content and delivery
mechanisms are poorly
suited to creating valued
support.

The acceleration skills and
competencies required
must be extremely
sophisticated to provide
the support required.
To remain effective, the
acceleration team must
have a very diverse skill
set and broad exposure
to divergent social and
economic issues in varying
contexts.

5.5 Investment Readiness
One of the core intentions of the capacity building programme was to support the consortiums
or lead partners to become investment ready. The principle was that SAIS 2 seeded the
experimentation with a range of cross-border innovations to address social challenges in the
SADC Region. Becoming investment ready would better equip the consortiums to grow these
projects and achieve their financial sustainability.
Although an appropriate ambition, such training was only possible for a limited number of
consortiums or the lead partners. This was based on the consortium types, some being NGOs
or academic institutions – which cannot be invested in – the maturity of the organisation or
project, and the capacity of the teams to focus on long-term financial sustainability when
project delivery required their full and complete attention.
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The key lesson learnt was:
Be prepared to pivot the programme design to suit the
needs of the participants. Whilst investment readiness was
not an appropriate goal for many consortiums, financial
sustainability was. This required developing alternative
strategies to investment readiness such as developing
sponsorship tools, grant proposals, and fee-for-service or
other revenue generation models. Finding alternative means
to access new sources of funding became one of the goals,
which allowed multiple alternatives to be developed. This
allowed participants to gain the skills and support required
to expand and sustain the success gained from SAIS 2’s
support.

5.6 Impact
Defining, measuring, and managing impact is one of the most important undertakings of
any initiative intent on making social change. However, it is often one of the least developed
skills amongst stakeholders involved in these initiatives.
Measuring impact matters because innovators are at the forefront of creating alternative
models to address the social challenges that have previously been considered impossible
to solve. As pioneers, they must lead the way, ideally understanding the social, economic,
and environmental impact whilst also proving through evidence that change has occurred. It
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should be one of the most important things to measure, otherwise, how can it be determined
whether the goals and objectives and long-term vision are being realised? It is also critical
to attract funders, investors, and a broad range of other stakeholders who are pivotal in the
investment readiness process.
In the beginning of the capacity building programme, some consortiums did not have
extensive experience in creating impact measurement and management systems. Some of
the reasons coherent impact measurement and management approaches were not being
used was because consortiums do not know how to establish them, believed it would be too
expensive (in time or money), or thought they “understand” their impact and could articulate
it after the programme. Similarly, for some consortiums, the difference between activities,
outputs, outcomes, and impact was not always clear. This confusion can result in tracking the
wrong metrics for the intended goals.
The need to understand and create a theory of change  is rapidly
becoming the centre piece of any impact strategy, regardless of
the type and scale of the project. The  Acceleration and Investment
Readiness capacity building programme allowed IA to bring focus
to these issues, and to train the consortiums so they could
consider the success of their SAIS 2 project more broadly. Perhaps
most importantly, the training provided the consortiums with the
critical skills necessary to manage impact for future projects.
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This allowed
participants to
gain the skills and
support required
to expand and
sustain the success
gained from SAIS 2’s
support.

Notes
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