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CIMEP is a rigorous, effective communily participation process,
developed by USAIDY's Environmental Health Project (EHP). Its
purpose is to change the way local governments and communities
solve problems and build dynamic partner-
ships between key local actors—service
providers, government and NGO staff, and
communily leaders—and the communities
and neighborhoods they serve or lead.

CIMEP's unique contribution to community participation is the
dramatic shift it brings about in how local officials and others work
with citizens. CIMED training instills new behaviors of cooperalion
LIBRARY IRC and collaboration and good listening and problem-solving skills.
PO Box BR180, 2808 AD THE Mﬂ% . . . .
Tal: +31 70 30 859 80 orking more effectively logether, the public sector, communities,
&Aﬁ{"‘@{i?ﬁm +B1 PO B 2209684 and NGOs can tackle problems as varied as the causes of illness and
o g TR disease, lack of citizen participation, or poor school attendance.
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Why is it called CIMEP?

Community livolvement in the Manag
Envnronmental Pollutmn (ClMEF’) was ﬁw

Health Project (EHP).

CIMEP projects have been completed
Belize and, as mentioned, in Tunis
underway in Bolivia and Benin. Elemen
been used in many other EHP activities.
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How can CIMEP help
development plaunar#
and programmers?'

CIMEP can he applied whenever community

involvement or participation is an important

part of a project. EMP developed and applied

the process specifically to address environ

mental health issues, but it can strengthen

the participation of communities to achieve

goals in areas oulside the health arena as

well. CIMEP can be used..

* o improve the ability of local government
to involve communitics meaningfully

* To involve communities in planning and
carrying out environmental improvements

= To increase the participation of communities
in child health and population projects

* To enable communities to set up micro-
enterprises to foster economic growth.

CIMEP can be implemented by itself or as
a component of a larger project. It can be
implemented jointly with other donors and
international organizations and adapted to
diverse situations to meet diverse goals. But
its main value lies in ils proven ahility to
make community-level participation with
the state a reality.

This guide lays out the main elements of
CIMEP in enough detail for planners and
programmers to decide if it can help them
achieve the results they are looking for. 1t
tells planners what is involved—time,
personnel, resources, commitment—to make
CIMEP work. The details of the process will
he driven by the demands of the situation:
no two CIMEP projects will be the same.




CIMEP huilds on the
lessons of the past

professionals redefine
their role from outside
expert to working
partner. Together

with governments
and communities,
they listen, learn,

and design projects
more in tyne with local needs that result in
sustainable improvements in people’s lives

Building on the lessons of past experience,
many development assistance agencies are
reengineering to achieve greater efficiency,
effectiveness, and demonstrable results.

Meaningful engagement of communities in

decision making, or participation, Is a core
part of USAID's reengineered operating system:
By involving communities, development

and environments.

CIMEP incorporates
lessons from over a
decade of experience
in community partici-
pation projects:

“...the true measure
project success is.

¢ Creating a “sense” of
community ownership for project activities is
not real ownership. Real ownership is people
managing infrastructure improvements that
they pay for and that belong to them.

* Communities alone cannot sustain change.
The state plays an important role in sup-
porting community-level changes.

* NGOs cannot substitute for the state,
although they can play a significant
supporting role,

* When demand, rather than supply, is the
basis for providing community services, the

' approach to problem definition is radically
different.

* Lffective synergy between the state and
society creates the trust necessary for
allocation of resources.




Scaling up

Qrganizers, government officials, and trainees plan for replicat-
ing CIMEP in communities outside the pilot communities or in
neighboring countries with similar cultures and problems.

¢ Evaluation workshop

* Jraining new trainers

» Resource materials

* Strategy for replication

Training

The hedrt of the CIMEP process is training for potential agents of
change at the local level. Skill-building workshops alternate
with fieldwork and follow-up at two-month intervals. Trainees
gain new skills and work with communities to identify problems '
and develop suitable microprojects to address these problénis:
During this phase, policymakers engage in round table
discussions to identify and address the obstacles that may
prevent trainees from applying what they are learning.
Materials used in training can be used to replicate
CIMEP elsewhere.
* Skill-building workshops
* Fieldwork and follow-is
* Policymakerround &
* Microprojects \’ ’
Planning and start-up

Launching. GIVIEP may involve donor representatives, local:
and national-level decision makers, and technical assistance
personnel. First, organizers assess whether the process can
be successfully applied to a particular problem in a particular
country. They then select pilot communities in which to test
and adapt CIMEP. The first phase culminates with a start-up
workshop.

* Assessment

» Selection of partners, trainers, project sites,
and trainees

* Start-up workshop

cal



Planning and st

Assessment

Before making a final decigion about applying

1, CIMER, the organizing donor or government
'\arg\eﬁcy should answer these questions:

e [s there a specific goal or issue to target or
will this be left o the process to identify?
Organizers may know which issue they wish
to address, or they may simply wish to
improve community problem solving. If they
have their own agenda, they should acknow-
ledge what their goals or objectives are.

* Does the situation
lend itself to the
approach? CIMEP is
probably the right
approach if mistrust
between the public

A sector and commu-

nities hinders problem solving; if public

Key Aator‘é';; ,
* Donor representatt
» National-level decis
» Technical ésﬁ&;ﬁa
* Other stakeholders

officials compete rather than cooperate with
each other; if projects intended to improve
conditions bring limited results.

o Can the process work in this country?
CIMEP is well suited for countries that
have begun or intend to decentralize their

Success Factors

partner at start-up: '

* Up-front commitment fr ’\r\’n"b\a

Officials in Ecuador knew wht(:h oblem they

residents at high risk of &hgilera

governments and that foster improvements
in governance and community participation
in decision making.

¢ s there adequale interest among local offi-
cials and policymakers? For the process to
succeed, local governments must be looking
for ways Lo improve services and must be
open to new approaches and cross-sectoral
cooperation.

If these assessment questions are answered
satisfactorily, implementation can begin.




“We came from rural

here now where no one
about us;: We have a st
our neighborhood, and p
113

us as if we do not exist.’

— Tunisian woman

to build..Communities thought it mea
services as rich neighborhoods. |
acterized relations between co nmuni
Improved communication was vital to
environmental health pm’b!ems \

Selection of partners, trainers,
project sites, and trainees

“Thednext step is to establish a working

arrangement with donors, government offi-
cials, and local leaders who will be involved
in CIMEP training and implementation,

Organizers select these partners from among
the local institutions that have demonstrated
an interest in participating in CIMEP.

* Partners should be drawn from departments,
agencies, and other entities that can have
an impact on the chosen issues.

» Partners should possess varied qualifications
and have clear roles to play in the process.

Organizers and pariners then work together

to select communities, trainers, and trainees.

» Objective criteria should be applied for
selecting pilot communities. Those
experiencing higher-than-average environ-
mental, health, economic, and/or social
problems are good candidates.

* Trainers are preferably local experts working
in the pilot communities or neighborhoods
selected for CIMEP. If local expertise is not
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available, an expert trainer-advisor, or lead
trainer, may be hired to work side by side
with the local trainers. In this way local
trainers gain experience to prepare them

{0 be lead trainers in subsequent CIMEP
projects.

Trainees should be selected from a range of
actors in the pilot communities, from local
government staff and service providers to
NGOs and traditional or informal community
leaders. Subject-matier specialties related to
the targeted probtems, such as public health,
hygiene, civil enginecring, education, or
reproductive health, should be represented.
Trainees should be motivated and should
have field experience and responsibilities
calling for an understanding of community
needs. The trainees selected should be
willing to attend all workshops and
participate in all phases of the process.
Trainees drawn from different organizations
and with different interests will have an
opportunity to go beyond familiar roles and
responsibilities and shift into new behaviors.

L S

Start-up workshop

All partners attend a three- to five-day work-
shop.to launch CIMEP. When the workshop

'a\dfc')urns_. they should be “on board™ with the

process and share an understanding of the
targeted problems.

During the workshop, pariners work

together to:

» Define roles and responsibilities

* Develop a more detailed timeline and
implementation workplan

* Articulate the overall objectives for CIMEP

* Begin to build trust among participants

s Collect and present existing data

 Design pre-skill-building workshop survey.

Nationals should take the lead in designing
and implementing CIMEP. Full involvement
will give them ownership of the project, the
motivation to advocate for it at the highest
levels, and the ability to replicate it without
donor assistance. Local designers may know
better than outsiders how to adapt the process

to local needs.




Training

In a series of workshops, trainees develop
skills of facilitaling community participation
and working productively with local commu-
nities, and they find out what the organiza-
tions they represent can contribute to a com-
prehensive solution to the targeted problem.
Training takes place in several cycles, each
followed by a month or two of fieldwork.

Training phase components:

= Skill-building workshops. Trainees gain
participalory assessment skills and applica-
ble technical knowledge pertinent to the
issues or problems identified.

* Fieldwork and follow-up. Trainees practice
their new skills between the workshops
with guidance {from the trainers.

* Policymaker round tables, During each
training cycle, national and local decision
makers review the project’s accomplishiments
and constraints.

Key Actors

provideérs; NGO staﬁ, |
formal and mfurmal son

* Relevant policymakers

* Microprojects. Trainees work with commu-

nities to plan and implement low-cost inter-
ventions, paid for out
of a designated fund.

Upon completion of
the training phase,
trainees should be
able to

» Work as a team with
staff from other
organizations and
community leaders

* Recognize the
poor as able partners in solving their own
problems

* Facilitate communication among all
stakeholders

* Apply problem-solving techniques

» Measure gains in behavior changed and
conditions improved.



- Skill-building workshops It took time durie
Four to five workshops of several days each Tunisia for trainees to
are:gpaced approximately two months apart. 1

i ln these workshops, local-level officials and

: s leaders learn partici-
patory and team-
building skills that
will enable them to
draw on the knowl-
edge and resources

of those they serve—

local citizens—to solve

community problems.

The curriculum is designed by the trainers,

with technical assistance from subject-matter

specialists as needed. The workshops should. ..

* Focus on participatory methods, problem-
solving, and rapid assessment skills

*Build on the existing knowledge and skills
of trainees

* Provide trainees with a summary of existing
data and information

* Promote teamwork among trainees and
across organizations

 Foster openness to the idea that officials and
leaders can learn from community members

Problem solving and rapid communnity assess-
ment. CIMEP places trainees in the unfamiliar
role of gathering information, analyzing cir-
cumstances, and solving problems—activities
they may have previously left to “experts.”
Through the workshops and {ollow-up in the
Participants in CIMEP Be”ze had all Wbl’ d\as igaY ; . field, trainees learn how Lo conduct a rapid

» Model the interpersonal skills needed by the
trainees

= Develop a work plan for addressing the
problems identified on an ongoing basis.

COMINUNIly assessment using interviews,
focus groups, and direct observations. They
become familiar with techniques, such as
community mapping, causality trees, and
focused dialogue, to help residents find solu-
tions for priority problems. Experts, in such




areas as communily participation approaches
and revolving funds, may be brought in to

assist the trainers.

Team huilding across organizations. Many
local-level officials have never worked as

a team with other officials and leaders in
the community. CIMEP begins right away (o
break down such “lop-down” approaches o
problem solving and encourages trainees to
function as a team, respecting the contribu-
tions of members with experience in
different fields.

9
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Having lac%al

starting po
communiti

actions;

- Fieldwork and follow-up

Traipees are organized as teams for the
fieldwork. Each team is assigned 1o a neigh-
wborhood or community. At the end of each
“workshop, the teams jointly develop a work
plan to implement
during the eight
weeks before the next
workshop. In this way

Success Facto
» Effective assistf;jh
troubleshooting b

» Municipal supp
fieldwork

trainees begin imme-
diately to apply the
skills they have
learned.

* Frequent ' course
ments” in workpl
information or

available Trainers observe and

i i assist trainee teams
during the fieldwork and incorporate input
from their fieldwork ohservations in the next
workshop. Trainers also observe how the

municipality responds to the trainees’

new approachies. The receptivity of a local
government to CIMEP is an important mea-
sure of its progress in becoming a “learning
organization,” that is, responsive and adap-
tive to client needs and circumstances.

The trainees evaluate each round of fieldwork
as they gather for the next workshaop. They
discuss their difficulties in applying new
skills and make necessary adjustments in
their workplans.

' Policymaker round tables

~ Key: félécision makers attend policy round
’t”;ab\lc\ﬁ"]leld during each training-fieldwork
..cycle for a CIMEP status review. Officials
‘attending should include those responsible
i - for decisions
Success Facto, . relevant to the
+ Participation | trainees” work, for
policymakér fro; example, immediate
national minis | supervisors and
municipalities . ministry officials
« Policymaker : who authorize funds.
and ability t Bringing these influ-
constraints ential people together
G L with the trainers and
the leaders of trainee teams to discuss the
progress of {raining has proved essential.
The round tables...

» Familiarize decision makers with the com-
munity-level actions trainees are promoting

« Enlist the help of decision makers in
addressing the obstacles trainees face

* Win decision makers” support for the process
and for incorporating new behaviors into the
everyday functioning of their institutions.



The Ministry of Interior (MOD in Tun

challenges in overseeing NGOs anﬁ To
called “Comités du Quartier.” Initially s
quickly saw that the policymaker rou
keep in open contact and communi
The round tables also allowed the |
accountable for certain tasks. Aftw f
representative began:hosting 'th'effﬁ
and facilitating the agenda, \

Microprojects

A keyitask for trainees during their fieldwork
is.toshelp communities identify problems and
design interventions acceptable to all stake-
holders. The proposed interventions, or
microprojects, are

Success Factor.

* Strong links béMag
of microprojects and
tors or other i%n{e’

low-cost improve-
menlts such as trash
hins for recycling,
improving drainage,
repaving alleys, or
distribution of water
storage jugs. Since
most microprojects

s Leveraging of curﬁ’m
resources al,‘id\l’al’zbﬂ
s Strong commuﬁiﬂ’
ment in and oversig

microprojects are financed through
* Sustainable mechanism loans, the cost of a
funding ' microproject should

« Cleat roles dnd resp be within the ability

ties for management of the neighborhood
L Or community to pay

back.

Microprojects are a visible manifestation of
the hard work and cooperation of trainees
and communities. For the communities,

which cominit both labor and money, the
microprojects encourage real ownership of
the problem-solving process.

Trainees and community members develop

ideas for microprojects as they consider

alternative solutions to community prohlems.

Microprojects should meet three criteria:

¢ Respond to community initiatives or priori-
ties that meet the needs of both women
and men

# Pass a technical review by government
technicians

¢ Require small amounts of funding.

The initial funds for microprojects should be
included in the CIMEP budget. A revolving
loan fund administered by a local NGO is a
sustainable way to {inance microprojects.

As the loans are paid back, the money is
available for other projects. Managing a
microproject fund gives the NGO valuable
experience and strengthens its administrative
and financial capabilities.

Other funding and fund management options
might be chosen. Local government officials
normally decide how the funds will be
administered and managed. Whatever
approach is adopted should promote the
community’s participation in the management
of the funds, while also meeting the require-
ments of donors and implementing agencies.

A contract may be drawn up for each micro-
project to formalize the agreement among
community representatives, the trainee team,
and Jocal government and NGO officials.
Local government provides materials and
oversight. The community provides labor
and pays back money borrowed.



Microprojects in
project cities in Tunisi
addressed specific
and municipal conce

flooded ravine s,di hat
could go to school an
munity members were
off from acce\ssfljd"a oca
pital. Another pm\)@de €0
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Scaling up

CIMEP starts small with an eye to replication
elsewhere 10 maximize its henefits to the
country. The training materials and trainees

s from the pilot experi-
Success Fact

* National commitn
« Available ﬁ;ind'

CNee are resources

that can be used to
duplicate the process
elsewhere. Similarly,
. the pilot country can
officials at a” lev\ ' ;,‘ | serve as a model for

\? neighboring countries
wnh similar cultures, language, and circum-
stances,

Four key scale-up

activities build on the

accomplishments of

the pilot experience.

» Lvaluation
workshop

* Training additional
trainers

* Developing and
refining resource
malerials

¢ Replication of the
process in additional
neighborhoods or
communities or
in neighboting
countries.

Trying to build greater participa

ing ¢linic-based act
sanitation, the regional




_Evaluation workshop

When all microprojects are in place, trainees,
trainers, and policymakers reconvene to eval-
“uate the lessons they have learned {rom their
first experience with CIMEP. They review the
content of each skill-building workshop and
how well it achieved its goals. Their conclu-
sions, presented in a written report, will help
the designers of subsequent projects to build
on what worked well and avoid what didn’t,
This output hecomes the “procedures
manual” for implementing CIMEP in other
municipalities.

incorporate sever;
future programs:

work and follo

¥

skill-building wo

During the evaluation workshop, participants
also develop a work plan outlining strategies
for scale-up.

Training new trainers

Training new trainers constitutes the last step
. _in the process whenever scale up is planned.

Selected trainees attend a training-ofl-trainers
workshop to learn CIMEP lechniques and
skills so that they can conduct training in
other communities. A training-of-trainers
guide may be developed for the scale-up
process.

Resource materials

Materials used in the pilot communities can

be used again for scale up:

* Basic CIMEP curriculum and training mate-
rials in the local language and relevant to
local culture and experience

* A procedures manual outlining the process,
to be integrated into the ongoing activities
of the municipality or utility

» Marketing materials, such as a brief video
or a brochure.

/"",’}St'f’&ﬁegy for replication

Thé\ﬁéc‘.a]e—up process expands as CIMEP is
implemented in new sites. Each series of
workshops produces more trainers, who
continue to expand the reach of the method-
ology. The ultimate goal is to influence a
broad number of local governments to funda-
mentally alter how they solve problems with
local communities.



What results are pcmﬁ
with CIMEP?

Improvements in the health and quality of life * Mutiicipal improvements cost less than they
of communities are the short-term indicators would without community involvement.

for measuring CIMEP results. However, a more * Communities are able to maintain improve-
important indicator of project success may be ' ments.

how stakeholders inters solve problems - . o
olders inferact and €l € ¢ Community-level organizations are able to

in the long term. . S
§ term collect fees and pay for improvements.

Results on several levels can be expected

from CIMEP- For local public sector institutions:

. Staff use research and problem-solving
For communities: skills to identify
and plan appropri-

ale interventions.

» Stakeholders collaborate successfully to
address shared problems.

Stall are given
access to technical
and financial
resources necessary for interventions,

¢ Community-level organizations implement "
—u CoOmminity mamh, r

and monitor appropriate interventions to
Ecuadorian vil!agm

address priorily community concerns.

* New policies enable decision makers to
address constraints (0 community-level
interventions.

« Stafl maintain effective partnerships with
NGQs and community-level organizations

Comparativei ,Co ts af T e

in CIMEP TU"I$ a_ Gaidie i and consider them “extensions” of
; : S government.
Activity Estimated ost/ T Actual Cost
' - to 'CIMEP ’ For national institutions:

$336 Stakeholders approve and implemeiit a

4 monthg national-level plan (o replicate the pilot

: \ experience.

$500 . » A procedures manual for integrating CIMEP
4months 0 \ in the public sector is published.

$a76L * A team of trainers trains others and
4months contribules to scale-up efforts throughout

the country.
$8,530 o i ) N
Smonths » Training and marketing materials to facili-

tate scale up are available in the national

Note: Costiper square meter of surface 1.6 Gimes more for municipality languag&




Anticipated results and indicators:

examples from CIMEP Benin

Result:

behaviors on'a regular bas:s.

« Epidemiological monitoring is carr
with the Ministey 'of Health.

Result:

ration are used by mumcrpa! actor
muhicipal planmng

defined: vis-avis poorer commumtles



Technical personnel

The technical personnel who will implement
CIMEP should be drawn, whenever possible,
from local experts. The exact number and
mix of personnel will vary, depending on

the circumstances. At least five positions

must be filled:

* Project director and management support
staff. To provide overall technical direction
and management, oversee funds transfer,
and liaise with local manager and workshop
activities (two persons working half-time).

# Lead trainer. To design and facilitate skill-
building workshops and develop training
guides {one person working half-time
during the workshop phases).

* Content specialists. To conduct initial
assessmenls, collect baseline data, assist
in training, and track the impact and results
of the project. Examples: an hygienist/
sanitation specialist to identify household
behaviors for sanitation improvements
or an epidemiologist to assist in tracking
impacts on health (one or two people
half-time).

* Local trainer. To participate in workshops,
follow up in the field with participants,
provide guidance for microprojects, liaise
with local officials (one person half-time).

* Local manager. To participate in workshops,
coordinate all logistics for workshops and
policy round tables, liaise with local officials
(one person half-time).

20

Sefora Hilda, a communit

Alpamalag, Ecuador, decide
from CIMEP to the wider c
our children to wash their har
water, and wash their fruit
the street vendors. How car
lessons of CIME”P?", o

To teach street vendors aba
hygiene, Sra. Hilda and athw
community set up a sta Lin wi ’ hl
displayed one af the wate ém

we were doing that made pe
not from:them.’

Financial and other resources

Costs vary depending on the country and the
size and scope of the project. Provision must
be made for four or five skill-building work-
shops (or 25-30 participants, four or five policy
round tables for 10-15 participants, a fund for
microprojects, and remuneration for expatriate
technical assistants, a local manager and
trainer, and possibly per diem (but not
salaries) for participants. The local govern-
ment may provide resources in cash or kind.
One donor may pay for an entire program,

or various donots may collaborate, each con-
tributing resources or technical assistance for
various aspects of the program.
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For more information -
The following pitblications are availa' e/

Addressing Envirarirperieal Heglth Issues
Coritext: Léssons-Learned fromm CIM
and Margo Kelly, BHP Adtivity: Repor
Frenchy; 1996 (32 pages): :

N(mhomn Kmta and:May. Yau)(ub EHP :
1997 (62 pages): \

French); 1995 (42 pages).

Creating Institutional Capability for Comm
Envirorimental Health Programs. Lessan
Yacoob; BobiHollister, Al Rollins, aud
Field Repoit No. 434.1993 (33 pages)

Créating Sustainable-Envirerimental Health:
Redéfining: Municipal;Roles and Res
fromc-Tanisia and:Ecaador. May Yac
Natural Resotirces Foram; Vol 21, No

Whiteford, ‘Carmien Laspina, and Mer¢
Activity ReportiNo; 255 1996: (45 pa

I)mmu]ly Roark. WAHH lenlmmdl Ropom
(30 pages).

Photo Credits i

Front ‘cover, puige: 1= Dolly: Morilurto

Inside front cover, pages 1.3 top,’
and 19: Frédéric Boko

Page 2: Patricia Billig, \
Pages 3 bottont,’ 7, and 21 IﬂSl’th'bm}k 0
Linda Whitéford : :
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The Env‘ronménﬁif\ﬁba

The Environmental Health Project (EHP) is
a centrally funded USAID project providing
technical assistance in environmental health
to USAID missions, bureaus, and partners.
The primary responsibility of EHP is to
strengthen USAID's ability to reduce the
impact of environmentally related disease

on child survival and maternal heaith.

EHP recommends interventions to improve
environmental conditions and alter human
behaviors that put people at risk of disease.
Technical assistance within EHP's scope of
work address two lypes of environmental
health problems: (1) those characteristic of
underdevelopment, such as diarrheal disease,
acute respiratory infection, and malaria,
caused by inadequate access to potable waler,
lack of sanitation, indoor air pollution from
cooking lires, and conditions which favor the
spread of tropical vector-borne diseases, and
(2} those that the process of development

hrings aboul, such as ilinesses caused or
exacerbated by air pollution from industry
and motor vehicles, pollution of water and
soi] from hazardous and toxic wastes and
pesticides, and creation of vector breeding
sites in road construction. To request technical
assistance or to find out more about ENP,
contact:

John Borrazzo

Environmental Health Division

Office of Health and Nulrition

USAID

Washington, DC 20523

phone 202-712-4816

fax: 202-216-3702

e-mail; jhorrazzo@usaid.gov

Additional information about EHP and many
EHP publications are available through the
EHP Homepage:
hitp://www.access.digex.net/ ~ ehp

The Environmental Health Project (Contract No.
HRN-C-00-00036-11, Project No. 936-5994) is
sponsored by the Bureau for Global Programs,
Field Support and Research, Office of Health
and Nutrition.
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