Chapter 2/Step 2
Ownership                     

Purpose: This exercise asks you to read about a community mobilization program in Malawi and then discuss how well you think the external organization (Save the Children) did in building credibility, trust and ownership.

Instructions: Your team should read the Malawi story and, with the aid of the questions at the end, consider the lessons for your own CM effort.
COPE/Malawi

Save the Children’s Community Options for Protection and Empowerment Program (COPE) in Malawi works to build HIV/AIDS prevention and core capacity at the community level. The Namwera District AIDS Coordinating Committee (NACC) and the Village AIDS Committee’s (VACs) are two structures that were initially conceived by the Malawi government to mobilize communities around HIV/AIDS prevention and care.

A member of COPE’s executive committee made the following observations on the community mobilization strategies used to initiate activities around HIV/AIDS:

“At first the COPE program seemed hesitant with its activities. There seemed to be some misunderstanding of what Save the Children and the NACC were supposed to do. Save the Children came and had its own staff, the community mobilizers. The formation of the VACs were primarily the responsibility of Save the Children. We were less involved. I was to emphasize the fact that at first NACC was being led by Save the Children. We were being instructed how to run NACC and were assisted about dealing with the villages. We were not given much power. COPE had its own plan. It wasn’t revealed until the fifth month that Save the Children would phase over the program. Later, after the phase out we have flourished.” 

This committee member argues that communication between Save the Children and NACC could have been better, particularly concerning the overall strategies and time frame of phase out. However, he wholeheartedly agreed that the initial “leading” of NACC by Save the Children was necessary because it provided the direction and training the NACC required.

“In the first seven months the VACs were formed by Save the Children. Later, NACC had to be self-reliant and formed five more VACs. The formation of VACs was under the name of NACC even though they [some staff] were employed by Save the Children. When Save the Children and NACC went into the villages, the process was already started because Village Headmen had already started it. The representatives of the villages went to the second workshop. They returned to their villages to tell their villages about the NACC. We had an easier time because it had already been discussed. We didn’t tell the villages that they must form a VAC and that they must implement such and such program. We asked provocative questions and asked them to figure out what they needed. We used guiding questions to coax a response so that it would lead them to decide on the formation of a VAC. People were then asked about specific things they thought the VACs should do.”

Discussion questions:

1. While government structures influenced the approach, could SC staff have built similar groups on existing social structures?

2. How comfortable would you feel as a community member knowing that the program team wanted to steer you toward a foregone conclusion?

3. How comfortable would you feel as a facilitator of a process such as this one?

4. How might you and your team handle this type of situation, knowing what you now know about transparency, participation and being presented with the practical side of implementing programs within this type of context?

5. How does your team plan to build trust, credibility, understanding and ownership in the community?

Note:  Tool added to “Organize – Establishing Trust” folder

