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Abstract: 

Agricultural learnership programmes form a central component of South Africa’s skills development 

system and are intended to enhance employability and entrepreneurial participation in resource-

constrained rural contexts. This study examines how institutional and resource conditions shape the 

translation of acquired competencies into entrepreneurial effectiveness within an agricultural learnership 

programme in the Eastern Cape. The study draws on the qualitative strand of a sequential explanatory 

mixed-methods design, based on twelve semi-structured interviews with institutional stakeholders, 

training providers, host employers, and programme participants, analysed using thematic analysis. The 

findings identify three interrelated mechanisms influencing post-training trajectories: institutional 

mandate boundaries that limit continuity beyond certification, financial and infrastructural resource 

constraints that restrict enterprise activation, and programme design features that create temporal 

misalignment between training completion and business incubation. The results indicate that 

competence acquisition does not directly translate into entrepreneurial outcomes but is mediated by 

governance structures and access to complementary resources. The study conceptualises 

entrepreneurial effectiveness as a systems-level outcome and identifies the need for improved 

coordination, extended post-training support, and alignment between training timelines and enterprise 

development processes. 
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Introduction 

Agricultural learnership programmes represent a key mechanism within South Africa’s skills 

development system, combining structured training with workplace exposure to enhance employability 

and support participation in entrepreneurial activity (Oosthuizen et al., 2021). Within the agricultural 

sector, these initiatives are intended not only to strengthen technical competence but also to facilitate 

pathways into self-employment and enterprise development, particularly in rural and resource-

constrained environments (Mack et al., 2024). Despite sustained policy investment and programme 

expansion, uncertainty remains regarding whether participation in learnerships translates into sustained 

entrepreneurial effectiveness beyond certification and short-term training outcomes (Mensah-Williams 

& Derera, 2023). 

Evaluations of vocational education and training programmes have traditionally emphasised enrolment 

levels, completion rates, and qualification attainment as indicators of success (Tran, 2021). While these 

metrics provide insight into programme delivery and compliance, they offer a limited understanding of 

how acquired competencies are mobilised once training concludes (Deutscher et al., 2026). Emerging 

research on vocational entrepreneurship indicates that improvements in technical and business-related 

skills do not necessarily result in enterprise formation, business sustainability, or sustained economic 

participation (Davies et al., 2023). This divergence suggests that institutional arrangements, access to 

complementary resources, and broader structural conditions beyond curriculum design may mediate 

the translation of competencies into entrepreneurial outcomes (Arbelo-Pérez et al., 2025). 

These dynamics are particularly evident in the Eastern Cape, a province characterised by constrained 

labour absorption, uneven entrepreneurial ecosystems, and limited access to finance, land, 

infrastructure, and markets (Mbangiswano et al., 2025). In such contexts, assumptions that training 

alone generates entrepreneurial outcomes require closer examination. Rather than viewing learnerships 

as isolated instructional interventions, effectiveness may be better understood as emerging from the 

interaction between training systems, institutional mandates, and resource ecosystems operating within 

specific socio-economic conditions (Price & Ronnie, 2021). 

This study examines the institutional and resource constraints shaping the entrepreneurial effectiveness 

of an agricultural learnership programme. Situated within a broader mixed-methods investigation, the 

article focuses on qualitative findings that illuminate systemic barriers affecting the transition from 

competence development to enterprise activity. Institutional theory and the resource-based view provide 

the conceptual foundation for analysing how mandate boundaries, fragmented coordination, financial 

and infrastructural limitations, and programme design features influence entrepreneurial outcomes 

(Price & Ronnie, 2021). 
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The study addresses the following research question: 

What institutional and resource constraints shape the impact of agricultural learnership 

programmes on entrepreneurial effectiveness and competence development? 

By examining constraints as interconnected systemic mechanisms rather than isolated challenges, the 

article positions entrepreneurial effectiveness as an applied systems outcome within vocational training. 

It contributes to applied research by demonstrating that entrepreneurial outcomes are shaped not only 

by individual capability development but also by the alignment between institutional structures, resource 

accessibility, and contextual economic conditions. The remainder of the article presents the literature 

review, methodological approach, findings, and discussion of theoretical and practical implications. 

Literature Review 

Entrepreneurial Effectiveness in Vocational Training 

Vocational education and training initiatives are increasingly positioned as mechanisms for enhancing 

both employability and entrepreneurial participation, particularly within sectors characterised by limited 

formal labour absorption (Bolli et al., 2025). Learnership programmes, which combine structured 

theoretical instruction with workplace-based learning, are intended to develop technical capability 

alongside entrepreneurial competencies that enable participants to initiate or sustain economic activity 

(O’Neil et al., 2023). Within this policy and practice context, programme effectiveness has traditionally 

been assessed through indicators such as enrolment, completion rates, certification outcomes, and 

short-term placement statistics (OECD, 2025). While these measures provide insight into programme 

delivery and administrative performance, they offer a limited understanding of whether training translates 

into sustained entrepreneurial outcomes beyond immediate post-training transitions (Ndofirepi, 2020). 

Recent scholarship has increasingly distinguished between competence acquisition and entrepreneurial 

effectiveness. Competence acquisition refers to the development of technical knowledge, business 

skills, and occupational proficiency through structured training processes. In contrast, entrepreneurial 

effectiveness concerns the successful application of these competencies in resource-constrained and 

institutionally complex environments (Tittel & Terzidis, 2020). This distinction is particularly relevant in 

vocational training systems, where participants may achieve formal qualifications without securing the 

complementary resources, institutional support, or enabling conditions required to translate learning into 

enterprise creation or business sustainability (Chagi et al., 2025). 

Within agricultural contexts, the divergence between competence development and entrepreneurial 

outcomes is often intensified by structural conditions. Training programmes may strengthen knowledge 

of production practices, business planning, and operational management; however, graduates 

frequently encounter persistent barriers related to market access, infrastructure availability, land tenure, 
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and financial capital (Wale et al., 2021). Consequently, programme success cannot be inferred solely 

from learning outcomes or certification metrics. Evaluations that focus exclusively on training delivery 

risk overlook the broader ecosystem within which entrepreneurial activity unfolds and the constraints 

shaping post-training trajectories. 

In response, a growing body of research advocates a shift from input- and output-oriented evaluation 

models toward more systemic interpretations of vocational training effectiveness (OECD, 2025). Rather 

than conceptualising training as a linear process in which skills acquisition leads directly to enterprise 

creation, scholars increasingly emphasise the role of contextual factors that mediate entrepreneurial 

pathways, including institutional arrangements, governance structures, and access to complementary 

assets. These perspectives challenge the assumption that curriculum design alone determines 

entrepreneurial success and instead position effectiveness as an emergent outcome shaped by 

interactions between individual capability, institutional environments, and resource ecosystems. 

In the context of agricultural learnership programmes, this systems-oriented understanding of 

effectiveness provides a conceptual foundation for examining constraints as mechanisms rather than 

isolated shortcomings. By recognising that competence development represents only one stage within 

a broader entrepreneurial pathway, the analysis moves beyond descriptive accounts of training delivery 

to consider how institutional and resource conditions influence the translation of learning into practice. 

This framing establishes the basis for the institutional and resource-based analyses developed in the 

subsequent sections of the literature review. 

Institutional Constraints in Learnership Systems 

Institutional theory provides a useful analytical lens for examining how governance structures, regulatory 

mandates, and organisational norms shape the effectiveness of vocational training interventions 

(Urbano et al., 2025). Within skills development systems, learnership programmes operate across 

multiple institutional layers, including training authorities, government departments, employers, and 

support agencies. Although such arrangements are intended to distribute responsibility and enhance 

coordination, they may also produce structural boundaries that influence how training outcomes 

translate into entrepreneurial activity. 

A recurring concern in vocational education research relates to the delineation of institutional mandates. 

Training authorities are typically responsible for curriculum delivery, accreditation, and certification, 

whereas post-training functions such as enterprise support, funding allocation, and market integration 

are often assigned to separate entities (Urbano et al., 2025). This separation of responsibilities can 

generate discontinuities in learner support pathways, particularly when coordination mechanisms 

between institutions are weak or unevenly implemented. As a result, programme participants may 
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acquire enhanced competencies through training yet encounter institutional barriers when attempting to 

apply these skills within entrepreneurial contexts. 

Institutional fragmentation is further reinforced by administrative procedures and bureaucratic processes 

that shape implementation timelines. Research on public training systems indicates that compliance 

requirements, funding approval cycles, and interdepartmental coordination challenges frequently delay 

the delivery of complementary support services (OECD, 2025). Such delays can diminish the 

momentum created during training, producing gaps between competence acquisition and enterprise 

initiation. From an institutional perspective, these outcomes do not necessarily indicate programme 

failure but rather reflect the influence of organisational structures and policy environments on post-

training trajectories. 

Another dimension of institutional constraint concerns governance priorities and performance metrics. 

Vocational training programmes are commonly evaluated through quantitative indicators such as learner 

throughput, qualification attainment, and reporting compliance (OECD, 2025). While these measures 

provide accountability within public funding frameworks, they may inadvertently prioritise short-term 

outputs over longer-term entrepreneurial outcomes. Institutional theory suggests that organisations tend 

to align their practices with dominant regulatory expectations, which can limit the development of 

integrated support models extending beyond formal training delivery (Urbano et al., 2025). 

Within agricultural learnership systems, these institutional dynamics intersect with broader socio-

economic conditions, particularly in rural regions where coordination among stakeholders is essential 

for enterprise development. The distribution of responsibilities across multiple agencies may create 

uncertainty regarding accountability for post-training outcomes, thereby influencing the extent to which 

entrepreneurial competencies are translated into sustained economic activity. Understanding these 

institutional constraints is therefore central to interpreting the effectiveness of learnership programmes 

beyond curriculum design alone. 

By situating vocational training within a broader institutional environment, this perspective shifts 

analytical attention from individual capability deficits towards systemic governance mechanisms. It 

highlights how mandate boundaries, inter-organisational fragmentation, and performance-driven 

evaluation structures shape the conditions under which entrepreneurial effectiveness emerges. This 

institutional framing establishes the first component of the conceptual foundation for analysing 

constraints in agricultural learnership programmes. It prepares the transition to the resource-based 

perspective introduced in the next section. 

Land access within the context of agricultural entrepreneurship is not solely a resource constraint; it is 

also mediated by institutional arrangements, including land tenure systems, administrative allocation 

processes, and regulatory frameworks governing land use. These institutional conditions shape both 
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the availability and security of productive land, influencing the extent to which emerging entrepreneurs 

can transition from training into enterprise activity. In practice, delays in land allocation, uncertainty 

regarding tenure security, and limited coordination between land reform and enterprise support 

mechanisms can constrain the activation of entrepreneurial competencies. As such, land access 

operates at the intersection of institutional and resource environments, reinforcing the need to interpret 

entrepreneurial constraints as systemically embedded rather than as isolated resource deficits (Wale et 

al., 2021; Urbano et al., 2025). 

Resource-Based Constraints and Entrepreneurial Activation 

The resource-based view (RBV) provides a complementary perspective for understanding why 

vocational training programmes do not always translate into entrepreneurial effectiveness, even when 

competence has been acquired (Urbano et al., 2025). RBV emphasises that individual skills and 

knowledge represent only one category of resource within the broader entrepreneurial process. For 

competencies to generate sustainable economic outcomes, they must be supported by access to 

complementary tangible and intangible assets, including financial capital, infrastructure, networks, and 

market opportunities (Tittel & Terzidis, 2020). Within agricultural contexts, these resource requirements 

are particularly pronounced due to the capital-intensive nature of production and the structural barriers 

often faced by emerging entrepreneurs (Wale et al., 2021). 

Research on entrepreneurship development indicates that training initiatives frequently succeed in 

enhancing human capital but struggle to influence access to enabling resources (Ndofirepi, 2020). 

Participants may acquire technical and managerial skills through structured programmes yet remain 

constrained by limited access to start-up finance, productive land, equipment, and supply-chain 

integration. From an RBV perspective, this misalignment reflects a gap between capability development 

and resource mobilisation. Without the necessary supporting assets, newly acquired competencies may 

remain underutilised, reducing the likelihood that training outcomes translate into viable enterprise 

activity. 

The agricultural sector presents specific resource challenges that intensify this dynamic. Access to land 

and production inputs is often shaped by institutional arrangements, historical ownership patterns, and 

local governance structures, which can restrict entry for emerging entrepreneurs (Wale et al., 2021). 

Financial exclusion further compounds these constraints, as many trainees lack collateral, credit 

histories, or institutional linkages required to secure funding for enterprise development. These structural 

barriers suggest that entrepreneurial effectiveness cannot be evaluated solely through measures of 

individual capability but must instead consider the broader resource ecosystem within which graduates 

operate (OECD, 2025). 
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The RBV scholarship also highlights the importance of resource complementarity and timing. 

Entrepreneurial opportunities tend to emerge when human capital aligns with financial, technological, 

and relational resources, enabling innovation and value creation (Huang et al., 2025). In vocational 

training systems, however, resource provision is often external to the training authority’s mandate, 

creating a temporal gap between competence acquisition and access to enabling assets. This 

misalignment can weaken entrepreneurial momentum, particularly in rural environments where support 

networks and market infrastructure are limited. 

By framing entrepreneurial outcomes through a resource-based lens, the analysis moves beyond 

explanations that attribute limited enterprise formation solely to deficiencies in training content. Instead, 

it highlights how the availability, accessibility, and coordination of complementary resources shape the 

activation of entrepreneurial competencies. This perspective complements the institutional analysis 

presented in the previous section by demonstrating that governance structures and resource 

ecosystems operate together to influence programme effectiveness. The integration of institutional and 

resource-based perspectives, therefore, provides a coherent conceptual foundation for examining the 

constraints shaping agricultural learnership outcomes. 

Conceptual Synthesis and Research Focus 

The preceding sections introduced two complementary perspectives for interpreting entrepreneurial 

effectiveness within vocational training systems. Institutional theory explains how mandate boundaries, 

governance structures, and coordination dynamics shape the continuity and scope of learnership 

programmes. At the same time, the resource-based view highlights the role of complementary assets in 

enabling the activation of entrepreneurial competencies. Considered together, these perspectives 

suggest that the translation of skills into sustained enterprise activity is mediated by systemic conditions 

rather than determined solely by curriculum design or individual capability (Wambui & Mutiso, 2020). 

Building on this integrated foundation, the present study conceptualises constraints as mechanisms 

operating across institutional and resource environments. Entrepreneurial effectiveness is therefore 

examined as an emergent systems outcome shaped by the interaction between training delivery, 

governance arrangements, and access to financial, infrastructural, and market resources (Ebewo et al., 

2025). This synthesis shifts analytical attention away from isolated programme components toward the 

relational dynamics through which competencies are either enabled or constrained in practice. 
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Figure 1 presents the integrated conceptual framework guiding the study. The model positions skills 

development at the centre of the vocational training process while illustrating how institutional 

constraints, including mandate fragmentation, coordination gaps, and bureaucratic delays, interact with 

resource-based limitations such as restricted access to capital, infrastructure deficits, and market 

barriers. The framework emphasises that entrepreneurial activation emerges from the interaction 

between these domains rather than from training inputs alone. 

By situating competence development within a broader governance and resource ecosystem, this 

conceptual synthesis clarifies the article's analytical focus. It establishes a direct link between the 

literature review and the empirical analysis that follows. The integrated framework informs the research 

focus, guiding the interpretation of qualitative findings on systemic constraints within agricultural 

learnership programmes. The following section outlines the methodological approach used to 

investigate these dynamics. 

Methods and Data 

Research Design 

This study forms part of a broader, sequential, explanatory, mixed-methods investigation examining the 

effectiveness of agricultural learnership programmes in promoting entrepreneurial development. The 

overall research design combined quantitative survey data with qualitative inquiry to explore both 

outcome patterns and the mechanisms underlying observed trends. The present article focuses on the 

Figure 1: Integrated Conceptual Framework 
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qualitative component to examine the institutional and resource constraints shaping entrepreneurial 

effectiveness within an agricultural learnership context. 

A qualitative case study approach was adopted to enable an in-depth exploration of systemic factors 

influencing the translation of competencies into entrepreneurial activation. Case study methodology is 

appropriate when research seeks to understand complex processes embedded within institutional and 

contextual environments rather than to isolate causal relationships through controlled comparison 

(Michl, 2025). Given that vocational training systems involve multiple interacting actors, governance 

structures, and resource environments, qualitative inquiry provides a means to capture stakeholder 

perspectives and identify mechanisms that may not be visible through quantitative analysis alone 

(Haneda, 2025). 

The agricultural learnership programme examined in this study was situated in the Eastern Cape, a 

province characterised by predominantly rural economies, limited formal employment opportunities, and 

constrained entrepreneurial ecosystems (Thibane et al., 2023). Focusing on a single provincial context 

enabled the study to generate analytically rich insights into how institutional arrangements and resource 

environments influence programme effectiveness. The aim was not statistical generalisation but 

theoretical contribution through the identification of systemic constraints and mechanisms relevant to 

vocational entrepreneurship systems (Ylikoski, 2019). 

Within the broader mixed-methods framework, the qualitative strand served an explanatory function by 

elaborating on patterns identified during the quantitative phase and by providing contextual insight into 

institutional and resource-related barriers experienced by programme participants and stakeholders. 

This design aligns with the study’s objective of interpreting entrepreneurial effectiveness as an emergent 

systems outcome shaped by governance structures, resource accessibility, and programme design 

features. 

Participants and Sampling 

The qualitative component employed purposive sampling to capture perspectives from stakeholders 

directly involved in the design, delivery, and implementation of agricultural learnership programmes. 

Participants were selected based on their institutional roles and engagement with programme 

operations, workplace-based training, or post-training support processes. The sample included 

representatives from training authorities, accredited service providers, host employers, programme 

management structures, institutional partners, and selected programme participants, enabling the study 

to capture insights across multiple layers of the learnership ecosystem. 

A total of twelve semi-structured interviews were conducted with institutional stakeholders and 

programme participants. The sampling strategy prioritised information-rich cases capable of providing 
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detailed accounts of programme implementation, coordination dynamics, and resource-related 

challenges influencing entrepreneurial outcomes (Ahmad & Wilkins, 2025). This approach enabled the 

analysis to reflect diverse organisational perspectives while maintaining analytical focus on the systemic 

mechanisms shaping learnership effectiveness. Table 1 provides an overview of participant roles and 

institutional representation, illustrating the multi-level composition of the qualitative sample. 

Participant 

ID 

Stakeholder 

Category 

Institutional Role / 

Position 

Involvement in 

Learnership System 

P1 Training Authority Programme Coordinator Oversight of curriculum 

delivery and compliance 

P2 Training Authority Skills Development Official Monitoring and reporting of 

learnership outcomes 

P3 Service Provider Training Facilitator Delivery of theoretical and 

practical training 

P4 Service Provider Assessor / Moderator Assessment and 

certification processes 

P5 Host Employer Farm Manager Workplace-based training 

supervision 

P6 Host Employer Operations Supervisor Practical skills mentoring 

and production oversight 

P7 Programme 

Management 

Project Manager Coordination between 

institutions and 

stakeholders 

P8 Programme 

Management 

Implementation Officer Administrative and logistical 

support 

P9 Financial/Support 

Stakeholder 

Enterprise Support Advisor Guidance on funding 

pathways and business 

planning 

P10 Programme 

Participant 

Graduate Trainee Completed agricultural 

learnership programme 
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P11 Programme 

Participant 

Current Trainee Participating in the 

workplace learning 

component 

P12 Institutional 

Partner 

Local Development 

Representative 

Community and sector 

coordination support 

Table 1: Participant Profile and Institutional Representation 

Participant identifiers are anonymised to protect confidentiality. Roles are presented at a functional level 

to maintain analytical transparency while avoiding disclosure of identifiable organisational details. 

Participants were recruited through established professional networks and institutional contacts 

associated with the programme. Recruitment followed ethical research principles, including voluntary 

participation, informed consent, and the protection of confidentiality through the use of anonymised 

identifiers. The aim of the sampling strategy was not statistical representation but the development of 

an analytically grounded understanding of institutional and resource constraints within agricultural 

learnership systems. 

Data Collection 

Data was collected through semi-structured interviews designed to explore stakeholders' experiences 

with programme implementation, institutional coordination, and the resource conditions influencing 

entrepreneurial outcomes. The interview format enabled participants to reflect on both operational 

practices and broader systemic factors affecting the transition from training to enterprise activity. An 

interview guide was developed to ensure consistency across participants while allowing flexibility to 

probe emerging themes related to institutional dynamics and resource constraints (Knott et al., 2022). 

Interviews were conducted with institutional representatives, accredited training providers, host 

employers, programme management personnel, and selected programme participants directly involved 

in the delivery and implementation of agricultural learnerships. Discussions focused on perceptions of 

programme effectiveness, post-training support mechanisms, access to financial and infrastructural 

resources, coordination among relevant organisations, and the challenges of translating acquired 

competencies into entrepreneurial activity. Interviews were audio-recorded with participant consent and 

subsequently transcribed verbatim to support rigorous qualitative analysis. 

The semi-structured format allowed participants to articulate context-specific experiences while enabling 

the researcher to maintain alignment with the study’s conceptual focus on institutional and resource-

based constraints. This approach facilitated the generation of rich narrative data reflecting governance 

processes, organisational interactions, and resource environments shaping entrepreneurial trajectories. 
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By prioritising depth and flexibility in data collection, the study aligned the empirical inquiry with the 

theoretical framework outlined in the literature review, supporting the examination of constraints as 

systemic mechanisms rather than isolated experiences. 

Data Analysis 

Qualitative data was analysed using a thematic analysis approach to identify patterns and mechanisms 

related to institutional and resource-based constraints influencing entrepreneurial effectiveness. The 

analysis followed an iterative process involving familiarisation with the data, initial coding, theme 

development, and refinement through continuous comparison across participant groups. This approach 

enabled the study to move beyond descriptive accounts toward the identification of systemic dynamics 

shaping the translation of competencies into entrepreneurial activation. 

Transcripts were reviewed multiple times to ensure analytical immersion and to support the development 

of codes grounded in both the empirical data and the study’s conceptual framework. Initial open coding 

focused on identifying recurring issues related to governance structures, coordination practices, 

resource access, and post-training trajectories. These codes were subsequently organised into higher-

order themes reflecting institutional constraints, resource limitations, and their interaction within the 

learnership ecosystem. The analytical process combined inductive sensitivity to participant narratives 

with deductive alignment to institutional theory and the resource-based view, ensuring conceptual 

coherence with the literature review. 

To enhance analytical rigour, themes were refined through constant comparison across stakeholder 

categories, enabling the identification of convergent and divergent perspectives. Particular attention was 

given to the relationships between organisational processes, resource environments, and 

entrepreneurial outcomes. Rather than seeking frequency-based generalisation, the analysis aimed to 

generate theoretically informed insights into the mechanisms shaping programme effectiveness within 

a specific institutional context. 

The resulting thematic structure informed the presentation of findings in the subsequent section, where 

institutional and resource constraints are examined as interconnected mechanisms influencing 

entrepreneurial activation in agricultural learnership programmes. 

Results 

The analysis identified a set of interrelated mechanisms through which institutional and resource 

conditions shape the translation of competencies into entrepreneurial effectiveness. Across participant 

accounts, constraints were not described as deficiencies in training content or technical instruction. 

Instead, stakeholders consistently referred to systemic factors operating at institutional, governance, 

resource, and programme-design levels that influence post-training trajectories. The themes presented 
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below reflect recurring patterns observed across interviews and are organised into mechanisms 

affecting the implementation and outcomes of agricultural learnership programmes. 

As summarised in Table 2, three primary mechanisms emerged from the analysis: institutional mandate 

boundaries, financial and infrastructural resource constraints, and programme design and duration 

limitations. The table presents an overview of the thematic structure, illustrative participant evidence, 

and the conceptual lenses associated with each mechanism. 

Theme / 

Mechanism 

Description of 

Constraint 

Illustrative 

Participant Evidence 

Conceptual Lens 

Institutional 

Mandate 

Boundaries and 

Post-Training 

Discontinuity 

The separation 

between skills 

development 

mandates and post-

training enterprise 

support creates a 

transition gap after 

programme 

completion. 

Participants indicated 

that training authorities 

focus primarily on 

certification, with 

further entrepreneurial 

progression dependent 

on external institutions 

(P2; P5). 

Institutional 

Theory 

Financial, Land, 

and Infrastructural 

Resource 

Constraints 

Limited access to 

finance, productive 

land, equipment, and 

infrastructure restricts 

the practical 

application of acquired 

competencies. 

Stakeholders noted 

that learners often 

complete training with 

viable ideas but lack 

capital and secure land 

access to initiate 

enterprises (P9; P6). 

Resource-Based 

View 

Programme Design 

and Duration 

Constraints 

Training timelines and 

curriculum scope do 

not align with the 

longer incubation 

period required for 

enterprise 

development. 

Respondents 

described how 

mentorship and 

support mechanisms 

frequently end before 

enterprises reach 

operational stability 

(P3; P7). 

Institutional 

Theory and RBV 

(Integrated) 

Table 2: Thematic Summary of Institutional and Resource Constraints Influencing Entrepreneurial 
Effectiveness 
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Participant identifiers are anonymised to maintain confidentiality. Themes represent recurring patterns 

derived from thematic analysis of semi-structured interviews. 

Institutional Mandate Boundaries and Post-Training Discontinuity 

A dominant mechanism identified across stakeholder interviews concerned the institutional mandate 

governing learnership implementation. Participants consistently indicated that the primary responsibility 

of the training authority centres on skills development and certification, with limited structured 

involvement in post-training enterprise support. This delineation of roles creates a structural boundary 

between competence acquisition and entrepreneurial activation, resulting in discontinuity once learners 

complete the programme. 

Institutional respondents described how responsibilities for enterprise development, infrastructure 

provision, and financial assistance shift to external agencies after training concludes. While this 

separation of functions aligns with existing governance arrangements, participants reported that 

graduates often experience reduced coordination during the transition phase between training 

completion and enterprise initiation. One institutional stakeholder reflected on this dynamic: 

“Our responsibility is mainly to train and certify. Once learners finish, the next steps depend on other 

departments or programmes, and coordination is not always clear” (P2). 

Participants further described how the mandate structure shapes post-training experiences. Learners 

were reported to exit programmes equipped with technical and business-related knowledge but with 

limited clarity regarding access to mentorship, funding pathways, or implementation support: 

“Learners leave with skills, but many do not know where to go next for funding or mentorship, so 

progress slows down” (P5). 

Across interviews, stakeholder accounts consistently linked institutional mandate boundaries with a 

transition gap between training completion and enterprise progression. The findings highlight how the 

separation of training delivery from enterprise development functions serves as a recurring mechanism 

that influences post-training trajectories within agricultural learnership programmes. 

Financial, Land, and Infrastructural Resource Constraints 

Participants consistently identified limitations in access to financial, land, and infrastructural resources 

as a significant mechanism affecting the translation of entrepreneurial competencies into practical 

enterprise activity. While stakeholders acknowledged that learners often acquire relevant technical and 

business-related skills through the learnership programme, they reported that access to complementary 

resources remains a recurring barrier to implementation. 
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A frequent concern is related to restricted access to start-up capital and operational finance. 

Respondents described how many learners lack the financial capacity to procure inputs, equipment, or 

infrastructure required to initiate or expand agricultural enterprises. One participant explained: 

“They finish the training with solid plans, but without capital or equipment, it becomes difficult to start 

anything practical” (P9). 

Land access emerged as an additional structural limitation influencing enterprise formation and 

sustainability. Stakeholders referred to patterns of land ownership, administrative allocation processes, 

and tenure uncertainty that limit the availability of productive land for emerging entrepreneurs. These 

conditions were described as slowing enterprise development and shaping post-training decisions: 

“Even when someone is ready to farm, getting secure land or irrigation support is not straightforward, 

and that delays real progress” (P6). 

Environmental and contextual pressures were also highlighted as shaping resource feasibility. 

Respondents described how climate variability, including drought conditions, affects agricultural 

productivity and business sustainability, thereby influencing the extent to which learners can translate 

training into viable enterprises (P6; P10). These accounts indicate that resource constraints extend 

beyond financial capital to include infrastructural access, environmental stability, and market readiness. 

Across interviews, stakeholder accounts consistently linked financial, land, and infrastructural limitations 

with challenges in activating acquired competencies within agricultural contexts. The findings illustrate 

how external resource environments shape post-training trajectories within agricultural learnership 

programmes. 

Programme Design and Duration Constraints 

In addition to institutional and resource-related mechanisms, participants identified programme design 

and duration as factors influencing the extent to which entrepreneurial competencies could be applied 

after training. While the learnership structure was generally described as compliant with curriculum and 

accreditation requirements, stakeholders reported that programme timeframes often did not align with 

the more extended incubation periods associated with enterprise development. Learners were therefore 

described as transitioning toward entrepreneurial activity before operational foundations had fully 

developed. 

Several respondents highlighted limitations related to curriculum scope and the pace of content delivery. 

Although technical training components were perceived as relatively strong, participants noted that time 

pressures and competing programme priorities sometimes constrained the depth of entrepreneurial and 

innovation-focused elements. One training provider explained: 
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“The training period ends just when learners begin to understand the business side. After that, support 

drops off too quickly” (P3). 

Participants also described a mismatch between programme completion timelines and the availability of 

external support mechanisms. When mentorship, funding opportunities, or infrastructural assistance 

were delayed, learners were reported to experience difficulty sustaining momentum after the formal 

training period ended: 

“By the time funding or mentorship becomes available, the programme has already finished, and people 

lose momentum” (P7). 

Across interviews, programme design and duration were consistently described as shaping post-training 

trajectories. Stakeholder accounts highlighted how alignment between curriculum timelines and 

enterprise development processes influences the activation of entrepreneurial competencies in 

agricultural learnership programmes. 

Discussion 

The findings provide empirical insight into how institutional and resource environments shape the 

entrepreneurial effectiveness of agricultural learnership programmes. Rather than attributing 

constrained enterprise outcomes to deficiencies in training content or participant capability, the results 

indicate that systemic conditions mediate the translation of competencies into sustained economic 

activity. Interpreted through the complementary lenses of institutional theory and the resource-based 

view, these mechanisms contribute to ongoing debates on vocational entrepreneurship, programme 

evaluation, and the broader functioning of skills development systems. 

Competence-Effectiveness Distinction in Vocational Entrepreneurship 

A central implication of the findings concerns the distinction between competence acquisition and 

entrepreneurial effectiveness. Participants consistently described learners as developing relevant 

technical and business-related skills through the learnership programme. However, institutional and 

resource constraints were reported to limit the practical application of these competencies. This pattern 

aligns with emerging scholarship suggesting that vocational training outcomes cannot be evaluated 

solely through certification, throughput indicators, or short-term placement measures (Mbambo & du 

Plessis, 2025). 

The findings indicate that competence development represents a necessary but insufficient condition 

for entrepreneurial progression. In contexts characterised by constrained access to capital, 

infrastructure, and coordinated institutional support, the relationship between training and enterprise 

formation appears mediated rather than linear. This challenges evaluation approaches that assume a 
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direct transition from skills acquisition to employment or entrepreneurship. Instead, the results support 

a relational interpretation in which entrepreneurial effectiveness is shaped by the alignment between 

human capital and enabling systemic conditions. 

Institutional Theory and Governance Constraints 

Institutional theory provides a valuable lens for interpreting the mandate boundaries and governance 

fragmentation identified in the Results section. The separation of responsibilities between training 

authorities and post-training support agencies reflects broader institutional arrangements within public 

skills development systems. While such structures promote regulatory accountability and role clarity, 

they may also produce discontinuities that shape programme effectiveness (Özel, 2022). 

The findings indicate that organisational mandates and performance metrics influence how institutions 

prioritise programme delivery. Where evaluation frameworks emphasise certification outputs and 

compliance reporting, the integration of longer-term entrepreneurial support may receive less 

institutional attention. From an institutional perspective, the constraints observed in this study do not 

necessarily reflect implementation failure but rather illustrate how governance structures shape the 

scope and continuity of intervention. These dynamics highlight the role of inter-organisational 

coordination and mandate alignment in supporting entrepreneurial pathways within vocational training 

systems. 

Resource-Based View and Entrepreneurial Activation 

The resource-based view complements the institutional analysis by explaining how access to 

complementary assets mediates the activation of entrepreneurial competencies. Participants’ accounts 

of financial limitations, land access challenges, and infrastructural barriers illustrate how human capital 

developed through training requires alignment with broader resource ecosystems to generate 

sustainable outcomes (Huang et al., 2025). 

RBV scholarship emphasises that value creation emerges through the effective combination and 

coordination of resources. Within agricultural learnership contexts, trainees may possess enhanced 

knowledge and technical capability yet lack the material and relational assets required to implement 

entrepreneurial strategies. The findings therefore reinforce the view that vocational training programmes 

operate within resource environments extending beyond the boundaries of curriculum delivery. Where 

coordinated access to finance, mentorship, infrastructure, and market opportunities is limited, the 

activation of newly acquired competencies is correspondingly constrained. 
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A Systems-Level Understanding of Learnership Effectiveness 

The institutional and resource perspectives support a systems-level interpretation of entrepreneurial 

effectiveness within agricultural learnership programmes. The findings indicate that programme 

outcomes emerge through the interaction between training design, governance arrangements, and 

resource accessibility rather than from instructional inputs alone. This integrated perspective contributes 

to the literature by shifting analytical attention away from individual capability deficits toward the 

structural mechanisms shaping vocational entrepreneurship outcomes. 

The results further suggest that coordination between training authorities and enterprise-support 

agencies, access to complementary resources, and the alignment of programme timelines with 

enterprise development processes influence the activation of entrepreneurial competencies. More 

broadly, the study highlights the relevance of evaluation approaches that consider ecosystem conditions 

alongside traditional performance metrics. By foregrounding institutional and resource constraints as 

mediating mechanisms, the analysis advances a nuanced understanding of how vocational training 

initiatives operate within complex socio-economic environments. 

The findings of this study should be interpreted within the logic of analytical rather than statistical 

generalisation. The case study design does not aim to produce representative claims across all 

provincial contexts but instead to identify and explain mechanisms operating within a resource-

constrained vocational training system. The Eastern Cape context provides a theoretically relevant 

setting in which institutional fragmentation and resource limitations are pronounced, allowing for the 

identification of systemic constraints that may be analytically transferable to similar environments. The 

contribution of the study therefore lies in explaining how entrepreneurial effectiveness is shaped, rather 

than in estimating the prevalence of these conditions across the broader skills development system 

(Ylikoski, 2019). 

Conclusion 

Summary 

This study examined the institutional and resource constraints shaping the effectiveness of agricultural 

learnership programmes in promoting entrepreneurial outcomes. The findings indicate that while 

structured training and workplace exposure support the development of technical and business-related 

competencies, translating these competencies into sustained entrepreneurial activity is mediated by 

systemic conditions beyond curriculum delivery. Institutional mandate boundaries, fragmented 

governance arrangements, limited access to financial and infrastructural resources, and programme 

design considerations collectively influence post-training trajectories. The analysis demonstrates that 
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competence acquisition represents a necessary but insufficient condition for entrepreneurial 

effectiveness within resource-constrained environments. 

Theoretical Implications 

The study contributes to vocational entrepreneurship research by advancing a systems-level 

interpretation of learnership effectiveness. By integrating institutional theory and the resource-based 

view, the findings show that entrepreneurial outcomes emerge through the interaction between 

governance structures and resource ecosystems rather than from individual capability development 

alone. The distinction between competence acquisition and entrepreneurial activation provides a 

conceptual refinement to existing evaluation approaches, which often rely on certification and 

throughput indicators as proxies for programme success. The results highlight the importance of 

examining how institutional arrangements and resource accessibility shape the activation of 

entrepreneurial competencies within vocational training systems. 

Practical Implications 

The findings suggest several implications for the design and implementation of learnership programmes. 

First, introducing structured post-training mentorship phases may support the transition from 

competence acquisition to enterprise activation. Second, stronger coordination mechanisms between 

training authorities and enterprise-support institutions, particularly those responsible for funding and 

incubation, may reduce discontinuities in learner support pathways. Third, aligning programme timelines 

with the longer incubation periods required for enterprise development may improve the sustainability 

of post-training outcomes. Finally, integrating access pathways to critical resources, including finance, 

land, and infrastructure, within programme design may strengthen the activation of entrepreneurial 

competencies in resource-constrained environments. 

Limitations and Future Research 

Several limitations should be acknowledged. The research focuses on a single provincial case within 

the agricultural sector, and the qualitative emphasis prioritises analytical depth rather than statistical 

generalisation. The findings should therefore be interpreted within the logic of analytical generalisation, 

where the aim is to identify and explain mechanisms that may be transferable to similar contexts rather 

than to produce representative claims across all settings. Future research could extend this work 

through comparative analyses across provinces or sectors, as well as longitudinal investigation of 

entrepreneurial trajectories to better understand how institutional and resource environments shape 

long-term outcomes. 
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