- MERGING COMMINITY MLNIQIL‘ETELMEEE&HOI‘B
' OF UNJCEF NIGERIA'S RURAL WATER SLPPLY PROGRAMME

Rurail drinking water supply projects arcund the world continue to
spark cantroversy within development assistance agencies over their cost
ettectiveness and actual impact on health. In Niggrias where LNICEF has
tnvested over %6 million on rural drinking water supply over the past four
years; pusitive health Impact has been & d!s;lnct goal, but cne that is
highly dependent on where emphasis is placed in a projects’ design.

The LNICEF assisted water projects in Nigeria cuntinutd to evolve.
Initial work bgsaﬁ in Imo State in late 1981, expanded to two other states
in 1?3378£:whjle in 1985 p}anping began in earnest for a national rural

water policy that includes bqgh= - @ prigrity gocal gpd\;gg:jfic strategies.

Six_rore e/ements of the drinking water supply projects inall three
_ states are:

- simple hand pump techno)osy i ,

=~ heayy participstion in the project by people from state sovernments
- local spvernments and reclipient gémmugitieg

- somnunity educetion in health and sanitation

-msmmdxmugivmmgdwg__u_gvmw Health
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- introduction of imeroved pit latrines; and

- pump paintenance based at the covernment leve! closest to
commupities,

Each state project design used these core elements to test the project
design for health Impact. An evaluation study; sponsored by the World
Health Organization; has been in place in Imo State for over two years.
Continual project monitoring remains a crucial activity because project

strategies continue to evolve and become more efficient and effective in



achieving project soals.

“Community strategies” in the first operational project in Imo state
stressed detal ied curricula tor villaée based warkers across a wide range
ot primary health care and rural development presented by a specially
trained team from various state ministries and INICEF. This training was
one of several project activities that included community mobilization,
evaluation; sanitations and varlous technical operations such as
geaphysicsy well drilling platform constructions pump installation and
water testing. Each set of activities was carried out by interactings but
distinct project teams. Quite naturally, the greatest distinction among
teams was between those that did the *technical work”; the geophysics,
drillings platform constructions etc. What distinguished the Imo mode
trom most other rural drinking water projects around the world was the
heavy emphasis on this “pepple work”; and a substantia! allocation of
personne! and resources to these teams. From the first day af the project,
UNICEF staft advocated stronsly to federal, state and local government
ministries that the "software’ side of the project shoulid be more prominent
than the technical side. In other words; the boreholes themselves were not
the goal, but one powertful compbnent ot a stratesy to Improve rural
capacities in achieving primary health care. This reversal of emphasis is
an essential strategsy ot the Imo pruject'desigped to achieve a measurable
health impac; and aynidryhe +ailure ot many technically dominated water
supply proJects. While maintaining its essential elements; the Imo project
gvnlved by changing elements of this basic stratesy in the past three
yvears. New orsanizational structures resulted from continual monitoring of
the project’s progress within its operational environment in Nigeria. This

environment has been one of growing austerity. These has also been a



are currently coming from the Gongola State project in particular. That
project’s systematic attempt to intregate community mobilization and basic
water protection education with its technical pperations is being
undertaken with considerable success.

The methodology now being used in Bongola has potential for other
state projects in Nigerias and also for those water projects outside
Nigeria that have desire to expand their technical operations towards a
health oriented approach by introducing health education and promating
community participation and ownership. Details ot the Gongola strateay maQ
prave useful far projects with similar goals.

Shortly after beginning cammunity work and drilling operations in
Gongola; statf identified problem: (a) village training: (b) team
intregration; and {(c) observable health education impact in villages.

. There were constraints in using the Imo’s project stratesies in the more
conservative moslem villages of Gongola. Selection of female vil lage based
workers was ditficult and the women couid not obtain permission to [eave
their homes for any protracted training. Village |iteracy was lows making
it quite difficult for VBWs to absorb thke curriculum of Imas many project
related behaviors in villases, including switching from dirty wells to the
handpumps for drinking water were not changing suftficient!y to achieve
project goals. Alsos the projects’ technical personnel appeared divorced
trom the other teams in terms of shared project knowledge and attitudes
about health. In some cases technical crews moved to sites not yet exposed
to mobilization and training. More problematically, the drilling team got
all the credit tor new boreholes from villagers. As a result; they became
viewed as an el ite group and with some Jealousy by other teems who were

charged with the difficult Jjobs of mebilizing peoplas participates donate



time and materials and chanse established behaviors.

Aralysis of these problems brought the UNICEF project coordinatar, the
UNICEF technical operations officer and the UNICEF Rrogramme communication
otficer together with the various team heads from the Gongola project. The
strategy that resuited trom these meetings is now being put into practice
and adjusted. It appears to be the most integrated plan of rural water
Project operations so tar achieved in Nigeria.

The premises for the plan are as fol lows:

1. Village behavior change would beain with those elements
essential to obtaining clean drinking water and protecting that
water from its source to the child’'s mouth,

2. Village based workers would have ts be tralned in their
village settings using hands on and discussion apprpaches with
a minimum of lectures.

3. A set ot basicy locally produceds visual aijds would be
required te integrate training: with BUWs community works; and a
continual means of reminding villagers through prominent
display of simple reinforcing messages on bil |board's at the
pumpsite.

4. The pne to three day svent of wel!l drifling in a
community, with its attendent hesvy equipment and great
rovelty: would be optimally utilized for community
mobilization, fostering community ownership and community
education.

5. The projects’ technical functions, geophysics drillings
platform constructians pump installations water testing and
latrine construction would be systematical ly married to the
mobi |l [zations training; and community communication functions
throush cross training and acceptance of mutual responsibility
by all teams for the desired changes in village behavior.

6. A new type of activities planning and monitoring would be
implemented to identify a timeline of all interrelated project
activities ~ both people oriented and technical oriented —
fur each borehole site. Persorne! responsibilities would also
be assigned for building mobilization and training goals into
gach and every activity in a mutually reinforcing manner.

Y. Programme communication personnel assioned to the project

would play a key coordinating role in marrying technical and
community oriented work.

MORE TO COME...... REF.: G. Gleason, S Hasnoputro; C. de Rooy



change from civilian to military anernment which allowed for more
centralized planning. Alsps government’s image of the project continually
improved based on observed and reported positive impact in the rural areas.
Among the most significant changes were acceptance of major financial and
management responsibilities by the state; a streamlined curriculum for the
village based workers; a community funded maintenance system far vi!lage
pumpss and increased well production through concentration of multiple sets
ot drilling equipment in one community as we!l as implemeniatiun ot 2
working shifts per drilling rla.

Another project benefit that evolved was the steady growth of straong
middie and |awer - |leve| cadres of health trainers and viliage level workers
that can now be used by other programmes to improve primary health care
knowledge and skills in project communities. At higher levels; advocacy
both for and about the project resulted in & spin-oft of increased
awareness and support of other UNICEF assisted programmes such as EFI and
ORT.

Some ot the most significant evnlutions in project strategy have coume
out ot Gongola and Kwara States. Benetiting from Imo project experiences
they have adapted the ”Imo Model!” to their own orsanizational and
environment; cuitural setting and state resources. For example, planners
learned from the problems that plasued Imo as a result of that project’s
organizational placement at a [ow echelon of one state ministery. In Kuwaras
the project was placed at the pinnacle bt a ministrys under the
Commissioner while in Ganapla the project was set up even highers within
the domain ot the sovernor’s oftice. The new project strategies have alsg
evolved in areas of team coordination and methods of communicating with
communities: as well as oreatly improved barehole siting by means of

different geophysical techniques. Significant and positive improvements
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