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Template for submissions

	[bookmark: _Hlk166153357]Contact person
	Name: Anthea Udo

Anthea Udo / Zara Goni
FMWR&S/Transforming Irrigation Management in Nigeria Project
Country: Nigeria
Email address:  antheaela@gmail.com, zgoni@worldbank.org 



	Name/title of the good practice
	Transforming Irrigation Management in Nigeria Project (TRIMING Project)

	Where is the good practice taking place? (Multiple selection allowed)
	☐ Europe and Central Asia
☐ Latin America and the Caribbean 
☐ North Africa and Near East
☐ Sub-Saharan Africa
☒ Asia and the Pacific
☐ North America
☒ Global

	Affiliation
	☒  Farmer and producer organizations
☐  Trade Union 
☐ Informal community-based, farmer-based or self-help group  
☐  Research and academia
☐  Government
☐  Local/traditional authorities
☐  Private Sector
☐  Civil Society Organization
☒  Intergovernmental Organization (e.g. UN system, World Bank)
☐ Resource Partner/Donor
☒  Other (please specify) International Organisation


	In which sector(s) and context (s) have you used this community engagement good practice? (Multiple selections allowed)

	☐  Education
☐  Health and Sanitation
☒  Food production in agrifood systems (please also tick the sub-categories)
☒  Crop cultivation
☐  Fisheries and aquaculture production
☐  Livestock
☐  Forestry
☐  Agroforestry
☐  Horticulture 
☐  Apiculture (beekeeping)
☐  Agroecology and sustainable farming practices
☒  Soil and water management
☐  Other: ____________
☐  Post-production in agrifood systems (please also tick the sub-categories)

☒ Processing and value addition 
☐ Marketing and retailing  
☐ Transporting 
☐ Food loss and waste
☐ Packaging 
☐ Storage
☐ Distribution
☐  Other ___Modern technics in farming practice i.e Farm fields and business school, urea dip placement technology______
☐  Gender Equality
☐  Climate Action 
☐  Citizenship and Governance
☐  Social Protection
☐  Humanitarian and protracted crisis
☐  Conflict resolution, peace and resilience
☐  Digital innovation
☐  Other sector (please specify) __Transforming Irrigation Management practices_______


	Who are the financial partners supporting this good practice, if applicable?
	World Bank

	1. In a few sentences, summarize your community engagement good practice. 
Our community engagement fosters cooperation, teamwork and cooperation amongst the water users and farming community, the farmers now owns the project, The dilapidated infrastructures are  construction and rehabilitated, construction of farm access road, construction of dykes for erosion control, capacity building of water users on accounting, behavioural change, operations and management of dams and irrigation infrastructures, provision of community radio stations in the five intervention schemes if the project thereby creating an enabling environment for adopting irrigation and agricultural technologies, promoting increased productivity. The water users who are Men and women and youths are actively trained, massive advocacies and door-to-door sensitization was carried out and the water users are now actively involved in irrigated agricultures as well as training on value addition to the crops been produced by making rice milk, rice cakes, e.t.c The trainings were tailored towards women needs to improve their livelihoods and contribute to the food security.


	2. What problem(s) or challenge(s) does your good practice aim to address through community engagement? 
a. The dams and irrigation infrastructures that has been rehabilitated for over 50 years has not been properly operated and maintained resulting in inadequate water to supplement irrigated agriculture resulting in low yield, low income and poor livelihood of the water users and the farming community thereby affecting the economy of the country at large.
b. Lack of ownership of the project by the water users resulting in the deterioration of the dams and irrigation infrastructures
c. Lack of interest in the payment of irrigation services fees
D. Improper behaviour of the water users and the farming community i.e throwing of waste into the canal water ways, cropping on water ways leading to erosion and destructions of the canals. 





	3. Describe your good practice in more detail. Include the main guiding principles, the desired changes or outcomes you aim to achieve (Theory of Change), and the key phases of implementation. 
In order to address the object of the project the project emparked on advocacies and massive door-to door sensitization of the water users and the farming community on behaviour change and accepting ownership of the project, the project strategies for the establishment of autonomous irrigation management structures at scheme level in order to define contractual arrangements involving the RBDA, the WUAs, and where appropriate, a professional third party to formalize performance of the irrigation and drainage services, and ensure financial accountability on funds contributed for O&M. 

Key intervention Areas
53.	The Project is aimed at transforming the irrigation sub-sector through demonstration of best practices of addressing the fundamental causes of poor irrigation performance and scheme deterioration, it is deliberately designed to complement the other activities of the Project focusing on policy reforms and support to improve the operation and maintenance (O&M) capacity.

1. Water Resources Management and Dam Operation Improvement 
This Component is part of the support for the transformative water resources sector institutional reforms covering policies, enabling legislation, regulatory instruments, organizational restructuring and dam safety assessment. The project supported the piloting of anticipated provisions for separation of government regulatory and operational powers and responsibilities for integrated water resources management (IWRM) of river basin-wide water allocation, river flow control, and channel maintenance needed for sustainable bulk water supply and drainage for large public irrigation scheme planning, development, and operational management. 
2. Irrigation Development and Management
The Project focused on rehabilitating and construction irrigation infrastructures. Towards addressing the root causes of the challenges faced by the irrigation sub-sector, the Project built the capacity of the water users how to be accountable, financial sustainability, and empowerment of water user associations to ensure sustainability. The project supported rehabilitation of 27,000 ha to improve the performance of a total of 50,000 ha irrigation area in five schemes downstream of the existing storage reservoirs, major investment in the form of studies and design of irrigation and drainage infrastructure and conducting the associated engineering supervision of civil works, as well as ESIAs, ESMPs and RAPs. 
3. Enhancing Agricultural Productivity and support to value Chain Development
The activities carried out under this component includes building WUAs’ technical and managerial capacity to improve farmers’ ability to access markets opportunities and adequate production support services, mechanization services, agro-processing support, and financial management access to markets. To that aim the project will finance the following activities:

         Establishment of a Farmers Management and Service Delivery Center (FMC)7 in each of the irrigation schemes based on a value chain approach. The FMCs will be a one stop shop that will provide technical assistance to farmers and eligible beneficiaries in the areas of accounting and financial management (e.g. establishing accounting software, book keeping), business planning and establishing out-grower schemes to facilitate commercialization of farmers products, facilitation of access to technologies such as mechanization and agro- processing support, inputs and finance, as well as technical support through extension services (provided directly or through third parties such as the ADPs), training, and Research & Development  in partnership with relevant R&D institutions. Technical assistance was provided for farmer fields and business schools, applied research such as improving irrigated agronomy, introduction of innovations such new crops or production techniques as part of emerging commercial partnerships, etc. The Project will further fund the establishment of Community Radio Stations in all irrigation schemes, and they will be owned and operated by the community.

Institutional Development and Governance
: (i) Capacity building and training of FMWR staff based on a needs assessment; (ii) Support to RBDAs in their strategic planning and modernization process; (iii) Consensus building and supporting the change process for public large-scale irrigation; (iv) Generation, feedback, and dissemination of information in order to improve the institutional strengthening and governance of the sector; and (v) Strengthening oversight and accountability in the sector.
This will include advocacy to the overall reform agenda with the aim to improve the water resources sector in Nigeria. It will provide support for the development of a communications strategy and its implementation based on communication needs assessment. It will provide support to enhance participation in decision-making by collaborating with the NIWRMC for standards setting, sector information gathering and development of rules for intervention and stakeholders’ behavior modification. Furthermore, it will provide public dissemination of results and information upon lessons-learnt by scheme and basin level. 



	4. Who are the key actors and stakeholders involved in the design and implementation of the good practice, and what are their respective roles? Consider local partners, government, local authorities, community radios, civil society, research, the private sector, etc.
1. It is a project of the Federal Ministry of Water Resources and provided the counterpart funding with   support from the World Bank. 
2. Steering committee is made of the Commissioners of the five intervention states namely, Zamfara, Sokoto, Kano, Jigawa and Gombe State.
3. Change management committee members are made up of representatives of Federal Ministry of Agriculture, Environment, technical staff of the department of Irrigation, Dams and reservoir operations
4. Water User Association members including male, female and Youth (farmers).
5. River basin development authorities
6. Agricultural Development project (ADP)
7. Civil society/ independent observers
8. Traditional leaders
9. Women and youth groups
10. State Governments and local Governments of the intervention schemes
11. Government agencies
12. Non-Government Organizations


	5. How does your intervention ensure inclusivity and equal and meaningful participation within the community?
Describe how your intervention includes and engages different groups within the community. Consider aspects like gender, age, ethnicity, disability status, livelihoods, and other specific conditions (e.g., people living in prolonged crisis, migrants, refugees). Explain how your intervention engages diverse segments of the rural community. Highlight the specific actions or strategies you use to reach these groups. If applicable, mention if your intervention uses specific approaches such as gender-responsive, gender-transformative, intersectionality, or other methods to ensure inclusivity and gender equality.
Inclusivity, equal and meaningful participation were carried out in the following ways:
Women/Youth Inclusion:
· Women were actively sensitized and involved from the inception of the project, they were trained on processing, value chain addition to the crops produced, modern farming techniques i.e Farmers Fields and business school, they were trained at NEARLS Zaria on best agronomic practices
· Youths both male and female were trained as agent of change on behavioral change in the community, they provide feedbacks to the project management unit with respect to best practice on operation and maintenance of the infrastructures and general behavior change attitude in the community.
· Distribution of Small Holders Rice Planter, Harvester and Thresher fabricated under innovative research for the Project was distributed to women and youth farmers as well as seeds and fertilizers.






	1. By using community engagement, what results and impacts have your good practice achieved?

Please provide specific examples and evidence demonstrating the effectiveness of your intervention, focusing on both qualitative and quantitative outcomes related to livelihoods and Tangible Impact resulting from Irrigation Infrastructure Investments: well-being improvements.

2. All -Year-Round Irrigation Farming (YRF): 
Before the intervention, the tail end farmers relied on rainfall to cultivate their land and were deprived of irrigation water since it hardly reached the tail end; and there was lost command of almost 3000Ha (Azore, Agolas, Yakassai and Kosawa as example of such sectors in Kano River Irrigation Scheme (KRIS). Since the completion and handing over of the project to the water users in January, 2023 irrigation water is delivered up to the tail end of the Schemes; and farmers can cultivate their lands through-out the year thereby increasing the Cropping Intensity (C.I) assessed to have increased to 188% against the initial targets. Currently wheat in grown in HVIS, Maise is mostly grown in KRIS. From January to April in KRIS, tomatoes and pepper are grown whilst from April – July – Dry season, rice is grown. The increase in rice productivity being influenced by high demand (being staple food) and the preponderance of rice mills (like UMZA, etc). The irrigation water can reach up to tail end of:
(a)  Sector 47- Unguwar Rimi, Sector 48- Makuntari, Sector 49- Danbala in KRIS, 
(b) Sector 17- Tsakar, Sector 18- Ganuwar Kuka, Sector 19- Shrawara in HVIS 
(c) Secondary Canal SC 1-3, Secondary SC2-7 in DKIS covering Gombe and Borno States. 

3. Efficient water delivery & management:
East Branch Canal Cross Regulator is now used to regulate the water in Eastern Branch main Canal, Western Branch Canal, and Gayere Canal Systems. Thus, there is a saving of irrigation water. Before the excess water passes through the drain located downstream. Water efficiency has positively affected the observable increase of agricultural productivity.  

4. Operation and maintenance made easy:
As part of the Irrigation infrastructure investments, canals were concrete-lined (such as the Feeder Canal (2.86Km) in HVIS) and 100% field canals were constructed; thus, ensuring delivery of water from the Dam directly to the planting fields. Before the intervention and in every season, the user beneficiaries had to spend time and money in the clearance of Typha weeds. Presently, there is hardly any such weeds, and operation of the canal system has become easy for the WUA and irrigation water supply guaranteed. 

5. Farmers’ Management Centers (FMCs) have been established in all schemes. Construction of the physical structures at Goronyo has been completed while those at BIS, KRIS and HVIS are at 60%, 80% and 95% completion levels respectively.
6. Four Business Partnerships (Three for Paddy and one for Tomato value chain) have been established and registration of Farmers Management and Advisory Centres was done for each scheme. 
7. About 7 off-take agreements have been developed and their performance are being monitored
8. A total of 3,628 Farmers’ Field and Business Schools (FFBS) have been established in all TRIMING intervention schemes reaching over to 90,700 farmers.
9. Some 2,707 smallholder rice farmers trained on Urea Deep Placement (UDP) technology at BIS & MRVIS. Lead farmers were taken on study tour to Bangladesh for further learning and transfer of technology. 
10. Agricultural Technology Equipment procured and introduced to farmers and other beneficiaries (including capacity building) for demonstration around rice and tomato value chains. 
11. 839 farmer groups were organized and trained in governance, accounting, water requirements & management thus equipping them to operate and manage drainage infrastructure in the transformation regime 
12. Training is expensive (plan thoroughly for this)
13. Capacitating the farmers and the new entities is an enormous undertaking (be prepared)
14. Ongoing follow-up support will definitely be required. 
15. When and where possible, construction work needs to be underway to get farmers interested in the overall reform process – need to closely coordinate training and TA activities with construction. 
1. Training should be continuously made available to WUA leaders & technical staff on O&M and financial management
2. Transparency & good communication to farmer water users is critical when water fee needs to be increased, to reach sustainable cost recovery levels

Success stories of farmers
Salamatu Ganuwar Kuka 
1. Salamatu Ganuwar Kuka is the woman leader of the Hadejia Valley Irrigation Scheme in Jigawa State. She told the World Bank representative Regional Safeguards Advisor Mr. Chaogang Wang different stories of how women farmers were in abject poverty before the TRIMING project. Women in Hadejia depended solely on their husbands’ income. That increased pressure on the husbands’ income and led to a lot of domestic violence including massive divorce. 
The ugly stories have changed for the better. With TRIMING Project intervention, women are fully engaged in irrigation farming. They have financial independence. They are now assisting their husbands and children financially.
2. Fatima Idris is a beneficiary of the Farmer Fields and Business school (FFBS) she applied the knowledge of FFBS in her small farm (1acre) and got higher yield in return, purchase animals’ sheep for house hold rearing and has increased her income.
3. Due to some cultural barriers and the dilapidation of the irrigation facilities, women like Rabi Bello could not join the irrigation farming business. TRIMING Project introduced farmers’ fields and business school to encourage women's participation in modern irrigation farming techniques, that was how Rabi joined Da Rarrafe Women FFBS Group in Bakalori Irrigation Scheme, Zamfara State in Northern Nigeria. She has acquired knowledge of modern irrigation farming techniques and has started farming. Rabi is a fast-leaner. She has mastered all aspects of modern irrigation farming techniques. As part of the sustainability strategy, she was selected as a farmer-led facilitator teaching about 30 women farmers. The economic, knowledge and economic status of Rabi have been improved. She has purchased a bike which gives her an extra income besides farming. She is now supporting her family and living an average life.
4. Rabiatu Salisu Tasiu a resident of Kura town under the Kano River Irrigation Scheme would have been out-of-school, but because the mother of Rabi’atu was a beneficiary of the TRIMING project intervention  She got modern farming knowledge through FFBS and was supported with some inputs such as fertilizer, seeds and modern knowledge of modern farming techniques, Rabiatu’s mother economic status improved and she also understood the advantages of modern farming techniques and She paid for Rabi’atu’s secondary school examination fee. Rabi’atu got a colorful result and her mother is ready to sponsor her to further her education.  






	6. Among these results, has the good practice led to improvements in terms of gender equality, women’s empowerment, and/or social inclusion?
Describe the behavioral changes in terms of gender that the good practice promotes, emphasizing agency, leadership, and participation in local governance. Include efforts to challenge discriminatory norms and unequal power dynamics. Highlight also how the intervention has supported the well-being (including psychological resilience) of marginalized groups and enhanced their inclusion and participation in decision-making processes.    

· Women empowerment was also taken as a priority in the project implementation as they were trained in train the trainer in making rice milk, cakes e.t.c and they training was stepped down to other female farmers and youths in the five intervention schemes of the project.
· Women are now part of the decision makers of the Apex Water User Association members
· Women and youths now own their farmers and are supported with inputs, they are making their own income now.


.

	8.	What key challenges did you encounter while implementing the community engagement activities, and how did you address them?

Challenges
1.Security challenges in some parts of Project areas, contributing to serious implementation delays.
We engaged the services of security persons Army, Police, civil defence, vigilantes, the project built watch towers, provided vehicles and other logistics to the officer  
2. Non passage of the National Water Resources Bill by the Parliament.
Follow up advocacies to the National Assembly

3.The Un-authorized water diversion by farmers
4.Difficulties of stakeholders, particularly Government Agencies, in adapting to required changes. A lot of the Officials feel their jobs are at stake, with the advent of the WUAs taking over O&M responsibilities
Sensitization and awareness on the benefits of WUAs taking ownership on Operation and Maintenance.
5. Low awareness on the Delegation of Authority issued by the Federal Ministry of Water Resources, on the part of enforcing agencies (such as Area Courts, Police Stations, etc) around WUA communities, thereby leading to weak fee collections.
Advocacies to the federal ministry of finance and accountant general of the federation
6. Difficulties of farmers/Water users to accepting change
Continues advocacies to the traditional rulers and sensitization of the water users
 7. Under performance of some contractors which led to contract termination and legal issues
Peaceful termination of the contract and using best practice procurement process to engage a mew contractor.
8. At Project inception, there was no National Legislation that allowed the implementation of the changes envisaged by the Project, such as Irrigation Service Fee (ISF) collection and retention at Scheme Level (Ring-Fencing).
Advocacies to the National Assembly for early passage of the bill.








	a. 

	13. Has this practice been replicated in the same context or in different contexts?
What are the required conditions to replicate and adapt the practice in another context/geographical area?
1. The best practice of Transforming Irrigation Management in Nigeria (TRIMING) Project is going to replicated in 25 states as Sustainable Power for Irrigation in Nigeria Project (FG signs $500 million World Bank SPIN Project MoU to boost irrigation and hydropower in 25 states https://nairametrics.com/2024/11/26/fg-signs-500-million-world-bank-spin-project-mou-to-boost-irrigation-and-hydropower-in-25-states/)
2. The Federal Ministry of Water Resources and Sanitation is already replication the good practice of handing over operation and maintenance of Irrigation infrastructures to the water users for ownership and inculcating the culture of Participatory Irrigation Management to most of its irrigation schemes in Nigeria
3. Some state Governors like Jigawa state is already replication the land reclamation project carried in in the state to reduce erosion.
 

	14.  How sustainable are the results achieved by this good practice? 
Describe the key elements that need to be in place to make the initiative sustainable, including enabling environment (legal and policy frameworks and institutions), local ownership, accountability, etc. 
The key elements that will make the initiative sustainable includes the following:
1, Massive awareness creation on the Delegation of Authority issued by the Federal Ministry of Water Resources, on the part of enforcing agencies (such as Area Courts, Police Stations, etc) around WUA communities, thereby leading to weak fee collections.
2.Need to get the buy-in of Government Agencies, in adapting to required changes. A lot of the Officials feel their jobs are at stake, with the advent of the WUAs taking over O&M responsibilities
3. Intensive advocacies, proper documentation and tracking, proper definition of the issues of TSA and enforcement is key to achieving the challenging of operation of treasury single account (TSA) in the implementation of TRIMING Project 
4. Need for continues training on procurement and accounting system for the WUAs
5. It is important to study the negative/adverse effect of the irrigation system i.e on environment, health, poor water management, labour shortage e.t.c in readiness for better operation and maintenance of the systems.
6. During planning stage of the project it is important to take note of issues that will reduce negative environmental impacts of irrigation and increase public awareness of indirect environmental benefits, such as through decreased pressure on marginal land, would improve investment outcomes and public support.



	

	15. Based on your experience, what gaps or areas for improvement still need to be addressed in the field of community engagement?  
Communication is not one off and change is difficult to achieve, continues engagement with key stakeholders to get their buy -in is key in achieving project goals and objectives.

	16. What do you think is FAO's role in the field of community engagement? How can FAO support and enhance interventions like yours, if applicable? Consider aspects such as policy advocacy, capacity development, funding, technical assistance, knowledge production and sharing, and fostering partnerships.

FAO can support an intervention like ours in the areas of policy advocacy, capacity development and technical assistance, to reduce bottle neck in passage of legislation.



	[bookmark: _Hlk166153579]Link(s) to specific references about your good practice (e.g., reports, communication products, videos, articles)
	Please include attachment(s) or add here link(s) to documents/videos/podcasts/other with specific references.
Blog link:
http https://www.worldbank.org/en/news/feature/2024/03/14/a-new-dawn-for-women-in-irrigated-farming#innovation
Video:
https://youtu.be/nwlSeEBGoCA?si=V-SbbvMtuA234QMm

https://youtu.be/9CQ2vGoLYZU?si=9DCc55ml8xUb-0FE

https://web.facebook.com/share/p/2h4xwaxvDB5NMXZ3/

Social media
https://web.facebook.com/share/p/r4qHpGUmxMn1ztEQ/

https://web.facebook.com/share/p/KYyp9XeHuucGassx/

https://web.facebook.com/share/p/G6SBuDdUG2FD9By2/

https://web.facebook.com/share/p/DgReqXQiRgLiaCmV/

https://web.facebook.com/share/p/rbK8eXBgX1pngVbx/

https://web.facebook.com/share/p/rXDxjy1yLEKecu3E/

https://web.facebook.com/share/p/6bWS1CxLRcdCf5d5/

https://web.facebook.com/share/p/SdUVHhGgZQgQj5MX/

https://web.facebook.com/share/p/U6AqfRHV8khDCuCr/
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