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Abstract

Background: The Ugandan health system now supports integrated community case management (iCCM) by
community health workers (CHWs) to treat young children ill with fever, presumed pneumonia, and diarrhea.
During an iCCM pilot intervention study in southwest Uganda, two CHWs were selected from existing village
teams of two to seven CHWs, to be trained in iCCM. Therefore, some villages had both ‘basic CHWs’ who were
trained in standard health promotion and ‘iCCM CHWs’ who were trained in the iCCM intervention. A qualitative
study was conducted to investigate how providing training, materials, and support for iCCM to some CHWs and
not others in a CHW team impacts team functioning and CHW motivation.

Methods: In 2012, iCCM was implemented in Kyabugimbi sub-county of Bushenyi District in Uganda. Following
seven months of iCCM intervention, focus group discussions and key informant interviews were conducted
alongside other end line tools as part of a post-iCCM intervention study. Study participants were community
leaders, caregivers of young children, and the CHWs themselves (‘basic’ and ‘iCCM’). Qualitative content analysis
was used to identify prominent themes from the transcribed data.

Results: The five main themes observed were: motivation and self-esteem; selection, training, and tools;
community perceptions and rumours; social status and equity; and cooperation and team dynamics. ‘Basic CHWs’
reported feeling hurt and overshadowed by ‘iCCM CHWs’ and reported reduced self-esteem and motivation. iCCM
training and tools were perceived to be a significant advantage, which fueled feelings of segregation. CHW
cooperation and team dynamics varied from area to area, although there was an overall discord amongst CHWs
regarding inequity in iCCM participation. Despite this discord, reasonable personal and working relationships within
teams were retained.

Conclusions: Training and supporting only some CHWs within village teams unexpectedly and negatively
impacted CHW motivation for ‘basic CHWs’, but not necessarily team functioning. A potential consequence might
be reduced CHW productivity and increased attrition. CHW programmers should consider minimizing segregation
when introducing new program opportunities through providing equal opportunities to participate and receive
incentives, while seeking means to improve communication, CHW solidarity, and motivation.

Résumé

Contexte: Le système de santé ougandais soutient aujourd’hui la gestion des cas intégrée en milieu
communautaire – par des travailleurs en santé communautaire – pour le traitement de la fièvre, de la pneumonie
présumée et de la diarrhée chez les enfants. Dans le cadre de l’étude de l’intervention pilote de gestion des cas
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intégrée dans le sud de l’Ouganda, deux membres des équipes de travailleurs en santé communautaire de chaque
village (qui comptent de deux à sept travailleurs chacune) ont été choisis pour recevoir de la formation en gestion
des cas intégrée. Certains villages comptaient donc à la fois des travailleurs « types », formés en promotion de la
santé, et des travailleurs « spéciaux », formés aux interventions en gestion des cas intégrée. Une étude qualitative a
été réalisée pour déterminer la manière dont l’apport de formation, de matériel et de soutien en matière de
gestion des cas intégrée à une partie seulement des travailleurs en santé communautaire se répercute sur le
fonctionnement et la motivation des équipes.

Méthodes: En 2012, la gestion des cas intégrée en milieu communautaire a été déployée dans le sous-comté de
Kyabugimbi (district de Bushenyi), en Ouganda. Au terme d’une intervention de sept mois en gestion des cas
intégrée, on a mis sur pied des groupes de discussion, réalisé des entrevues avec des intervenants clés et mis en
place d’autres outils d’évaluation finale dans le cadre d’une étude post-intervention. Les participants à l’étude
étaient des dirigeants communautaires, des fournisseurs de soins destinés aux jeunes enfants ainsi que des
travailleurs « types » et des travailleurs « spéciaux ». On a aussi procédé à une analyse qualitative du contenu pour
déterminer les principaux thèmes étant ressortis des données transcrites.

Résultats: Les cinq principaux thèmes qui sont ressortis de l’analyse sont : la motivation et l’estime de soi; la
sélection, la formation et les outils; les perceptions et les rumeurs circulant dans les collectivités; le statut social et
l’équité; la coopération et la dynamique au sein des équipes. Les travailleurs « types» ont avoué s’être sentis blessés
et éclipsés par les travailleurs « spéciaux ». Ils ont reconnu être moins motivés et avoir une moins bonne estime
d’eux-mêmes. La formation et les outils en matière de gestion des cas intégrée constituaient pour la plupart des
travailleurs un important avantage, ce qui a alimenté le sentiment de ségrégation des travailleurs « types ». Si la
collaboration et la dynamique au sein des équipes de travailleurs varient d’un endroit à l’autre, la désapprobation à
l’égard des disparités de participation à la gestion des cas intégrée, elle, est généralisée. Pourtant, des rapports
interpersonnels et professionnels acceptables ont été maintenus au sein de toutes les équipes.

Conclusions: Si l’apport d’une formation et d’un soutien à certains travailleurs uniquement a eu des répercussions
négatives imprévues sur la motivation des travailleurs « types », il n’a pas nécessairement altéré le fonctionnement
des équipes. Une conséquence possible serait une baisse de la productivité des travailleurs et une augmentation
de l’attrition. Les gestionnaires responsables des travailleurs en santé communautaire doivent réduire la ségrégation
au minimum lorsqu’ils lancent de nouveaux programmes et veiller à offrir les mêmes occasions de participation et
les mêmes mesures incitatives à tous les travailleurs, tout en cherchant des façons d’améliorer la communication, la
solidarité et la motivation au sein des équipes.

Background
An estimated 7.2 million children under the age of five
years die each year and nearly half of these deaths occur in
sub-Saharan Africa [1]. Most under-five deaths occur from
preventable illnesses such as pneumonia, diarrhea, and
malaria [2]. Child deaths often occur where there are
shortages of health workers, particularly in rural and
resource-poor settings. To address this shortage of health
professionals, many countries have implemented a task
shifting model of health service delivery, in which health
care tasks are delegated to less specialized health workers
[3]. In 2010, the Uganda Ministry of Health (MoH) forma-
lized a policy to use a lay community health worker
(CHW) program for health promotion and additionally, for
some of these CHWs to provide integrated community
case management (iCCM) [4]. ICCM involves training and
equipping CHWs to assess and provide simple treatment
for sick children under five years old: Coartem (artemether/
lumefantrine) for fever, amoxicillin for presumed pneumo-
nia, and zinc and oral rehydration salts for diarrhea.

Research suggests that iCCM can be effective in rural
sub-Saharan Africa [5-7]. However, the operational logis-
tics of how to best implement and scale-up iCCM pro-
grams remain poorly studied, with many gaps in our
understanding of the optimal approaches [8,9]. Retention
of a critical mass of CHWs is particularly important to
keep programs sustainable and cost-effective. Since
CHWs often work as volunteers, their motivation and
willingness must be nurtured in order for such programs
to continue and succeed. Factors that may impede CHW
motivation are critical to understand and address before
iCCM programs are rolled out nationally [10-12].
Healthy Child Uganda (HCU) is a Ugandan-Canadian

university partnership that works to improve maternal,
newborn, and child health outcomes in Southwest Uganda
through a number of different health programs, with
emphasis on CHW support. From 2010 to 2012, the HCU
team partnered with the Uganda MoH to conduct a pilot
study that assessed whether iCCM provided by trained lay
volunteer CHWs could increase access to care for sick
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young children. Using the government iCCM guidelines,
the HCU team was responsible for implementing CHW
training in iCCM as well as conducting the field research.
The intervention showed a significantly increased propor-
tion of children under the age of five with fever, presumed
pneumonia, and diarrhea who received treatment, com-
pared with a control group [13]. However, anecdotal
reports from CHW supervisors suggested that issues of seg-
regation and demotivation within some CHW teams might
have emerged during project implementation. It is impor-
tant to investigate such issues to better understand optimal
approaches for creating community intervention programs,
particularly in iCCM. A scan of the literature revealed no
recent studies examining similar themes. Therefore, a quali-
tative study was designed to more objectively understand if
and how providing training, materials, and support for
iCCM to some CHWs and not others in a CHW team,
impacts team functioning and CHW motivation.

Methods
Study setting
Kyabugimbi sub-county of Bushenyi District, which con-
sists of 98 villages, was selected for this pilot study because
of its rural location and limited infrastructure, and because
the HCU team had strong established relationships in the
district. In 2010, 288 CHWs were initially selected by their
respective villages and received five days of ‘basic CHW’
training as per Ministry of Health CHW guidelines [14].
One ‘basic CHW’ was selected for every 25-30 households,
therefore each village selected between two and seven
‘basic CHWs’ depending on the village size. The five-day
‘basic CHW’ training course included introduction to the
CHW role, village health reporting, and health promotion
related to water/sanitation, nutrition, vaccination, and
common illness prevention. Upon completion of training,
‘basic CHWs’ received a training certificate, a badge, a
T-shirt, a canvas bag, a job-aid, registers, and health
promotion materials.
In March 2012, the ‘basic CHWs’ selected 196 indivi-

duals from amongst themselves to also be trained as
‘iCCM CHWs’. Two CHWs were chosen from each
village, regardless of size, as per government recommenda-
tions [4]. Although no specific criteria were given for
selecting ‘iCCM CHWs’, geographical location of CHWs
within villages was often a main factor for selection. About
half of villages had only two ‘basic CHWs’ to begin with;
therefore these villages could select all their CHWs to be
trained as ‘iCCM CHWs’. However villages with more
than two ‘basic CHWs’ had one or more CHWs that
remained as a ‘basic CHW’. Each new ‘iCCM CHW’
attended an additional five-day iCCM training course,
which emphasized assessment and treatment of children
with fever, presumed pneumonia, and diarrhea using an
algorithm, and record-keeping of patient encounters. Each

‘iCCM CHW’ received a training certificate, a canvas bag,
a respiratory timer, a sick child job-aid, a wooden medi-
cine box, registers, referral forms, and a starter supply of
medicines. About half of the villages in Kyabugimbi were
randomly selected to also be part of a second intervention
study arm called the ‘iCCM plus mobile’ group, which
involved using mobile phones to support iCCM. The
‘iCCM CHWs’ in these villages received five more days of
training (i.e. total of 10 additional days) covering mobile
phone use, and were provided with one mobile phone, a
solar charger, and a lamp, in addition to the usual iCCM
package. Figure 1 summarizes the selection method for
training ‘iCCM CHWs’.
Overall, the pilot study had three categories of CHWs:

1) 92 ‘basic CHWs’ who provided basic health promotion,
2) 100 ‘iCCM only CHWs’ who provided health promo-
tion and iCCM, and 3) 96 ‘iCCM plus mobile CHWs’ who
provided health promotion and iCCM with mobile phone
technology. Table 1 compares major tasks for the different
CHW roles. All CHWs trained in iCCM, whether
provided with or without a mobile phone, are collectively
referred to as ‘iCCM CHWs’ in this paper. Regardless of
category, all CHWs were assigned specific tasks and

Figure 1 CHW selection method for ‘iCCM only’ or ‘iCCM plus
mobile’ training In the iCCM study intervention area, each village
had a total of two to seven CHWs working in a team. Two CHWs
from each team per village were then chosen to be trained in and
provide iCCM, resulting in 68% of all CHWs to be trained. About half
of the villages in the intervention area were also designated as
‘iCCM plus mobile’, where their ‘iCCM CHWs’ were trained in both
iCCM and mobile phones. In the intervention area, 45 of 98 villages
(46%) had all CHWs in their villages trained in iCCM, whereas the
remaining villages had one or more remaining ‘basic CHWs’ who
conducted standard CHW tasks.
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expected to attend monthly meetings. All CHWs were
volunteers and did not receive salaries or financial incen-
tives other than a US$1 equivalent transport stipend for
each day of training.
The iCCM portion of the intervention lasted seven

months during which time ‘iCCM CHWs’ provided
iCCM care to sick children in their communities. Tools
for this qualitative study were developed alongside other
qualitative and quantitative end line data collection tools
as part of a post-iCCM intervention study conducted in
November 2012 [13].

Data collection and management
Study participants were purposely selected to represent
several groups: 1) Local Council Leaders (elected officials
of villages), 2) caregivers (pregnant women and/or
mothers with children under two years old), and 3) CHWs
(‘basic’ and ‘iCCM’). In the same way that ‘iCCM CHWs’
were further categorized into those trained in ‘iCCM only’
and those trained in ‘iCCM plus mobile’, ‘basic CHWs’
were further categorized into those from ‘iCCM only’
villages and those from ‘iCCM plus mobile’ villages. These
distinctions were made in order to capture the level of
influence mobile phones may have had on CHW experi-
ences. Table 2 summarizes participant characteristics.

Focus group discussion (FGD) and key informant inter-
view (KII) tools were developed de novo and contained
questions related to the perceptions of the different cate-
gories of CHWs. The nature of some questions varied
depending on the participant group in order to allow for a
variety of themes to emerge from the discussions. For
example, discussions with Local Council Leaders and care-
givers included more questions exploring themes of appre-
ciation, preference, and the quality of CHW services.
Discussions with CHWs involved more questions explor-
ing themes of workload, satisfaction, motivation, and
CHW team dynamics. The tools were translated from
English into the local dialect (Runyankore) and subse-
quently back-translated to ensure accuracy.
In December 2012, three FGDs and two KIIs were

conducted with the participants. Discussions were held
in familiar community locations and were facilitated in
the local dialect by an experienced moderator and note-
taker. All sessions were audio recorded with two digital
voice recorders and audio recordings were transcribed
directly into English for analysis. Six additional FGDs
were conducted in March/April 2013 after analysis of
the first round of data collection, as saturation was not
yet achieved. The first author alone used qualitative
content analysis to identify prominent themes from the
transcriptions. Using NVivo 9, data were organized into
codes and expanded into sub-categories, if needed.
Transcripts, codes, and sub-categories were then con-
stantly compared for patterns and reorganized as sug-
gested by Creswell [15], finally generating the five major
themes described in the results below.

Ethical considerations
Ethics approval in this study was obtained from the Mbar-
ara University of Science and Technology Institutional
Ethical Review Committee and the University of Calgary
Conjoint Health Research Ethics Board. The University of
British Columbia Ethical Review Committee approved the
mobile phone study component. Informed written consent
(through signature or thumbprint) was obtained prior to
participation in all FGDs and KIIs.

Table 1 Comparison of major tasks for different CHW roles

‘Basic CHW’ ‘iCCM only CHW’ ‘iCCM plus mobile CHW’

• Visit homes
• Mobilize for health service utilization

• Promote health through education (e.g. hygiene and
sanitation)

• Advise families on home management of common
health conditions (e.g. ORS for diarrhea)

• Follow up visits to pregnant and post-natal women
and newborns

• Follow up discharged and chronic patients
• Distribute health commodities (e.g. mosquito nets)
• Report on health indicators in villages and outbreaks

• ‘Basic CHW’ tasks
• Assess sick children

• Identify main symptoms and danger signs for
malaria, pneumonia, and diarrhea

• Support, treat, and/or refer sick children
• Record patient encounters in registers
• Maintain supply of essential drugs

• ‘Basic CHW’ tasks
• ‘iCCM only CHW’ tasks

• Record patient encounters through
mobile phone application

Table 2 Participant characteristics

Participants Intervention
area

Data collection
type

n Gender

Local Council Leader iCCM plus
mobile

KII x 2 2 2 M

Caregivers iCCM plus
mobile

FGD 8 8 F

‘iCCM plus mobile
CHWs’

iCCM plus
mobile

FGD 8 1 M
7 F

‘iCCM only CHWs’ iCCM only FGD x 3 24 5 M
19 F

‘Basic CHWs’ iCCM plus
mobile

FGD 7 5 M
2 F

‘Basic CHWs’ iCCM only FGD x 3 17 3 M
14 F

M = Male. F = Female.
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Results
The five main themes related to the study question are
presented below.

Motivation and self-esteem
Generally, CHWs in all categories were proud of their role
as volunteer health workers and attributed this pride, in
part, to the process of ‘basic CHW’ selection through a
community vote. CHWs reported feeling trusted by com-
munity members, and these feelings of trust motivated
their volunteer work.
However, ‘iCCM CHWs’ described themselves as more

proactive in their CHW tasks than did ‘basic CHW’ coun-
terparts, sometimes even foregoing personal activities in
order to administer drugs to children in their commu-
nities. This increase in commitment was noted with appre-
ciation by caregivers. ‘iCCM CHWs’ reported feeling more
important and respected for their work by the community,
with a stronger sense of life direction than when they were
‘basic CHWs’. This contrasted with ‘basic CHWs’ who
described themselves as feeling hurt, disregarded, and “voi-
celess” compared to ‘iCCM CHWs’; such feelings were
strongest amongst those ‘basic CHWs’ from ‘iCCM plus
mobile’ villages. Though ‘basic CHWs’ expressed a desire
to feel satisfied in their work, their lack of iCCM participa-
tion reportedly made them feel useless with their roles.
One ‘basic CHW’ described his/her humiliation as:

“I felt hurt as if they used me like banana leaves, you
know when [you no longer need them] after being
used [to prepare your food, you] throw them away. It
made me hate myself.”

Selection, training, and tools
‘iCCM CHWs’ reported that their additional training made
them feel skilled and accomplished, despite it resulting in
an increase in demanding work. They reported feeling like
they were making a more valuable contribution to improv-
ing community health, and even expressed an eagerness to
receive more training or materials that would make them
comparable to health centre workers (e.g. diagnostic tests
for malaria). Meanwhile, ‘basic CHWs’ reported feeling less
efficient, overshadowed, and marginalized in comparison to
‘iCCM CHWs’, describing shame in turning sick children
away because of their inability to administer drugs. In parti-
cular, ‘basic CHWs’ in ‘iCCM plus mobile’ areas spoke with
envy for the mobile phones given to colleagues, since they
could be used for personal needs and thus substantially
raise the status of ‘iCCM plus mobile CHWs’. Furthermore,
‘basic CHWs’ reported feeling disadvantaged by not receiv-
ing the iCCM training certificate, since they perceived it as
a symbol of status, knowledge, and the opportunity to

advance in life. As one ‘basic CHW’ stated:

“And you see this certificate is just a paper; when the
rain rains on it, it decays. But if you have it, there is
a way it makes you strong and proud.”

Miscommunication regarding training also appeared
to exacerbate self-esteem issues. For example, some
‘basic CHWs’ were allegedly promised early in the inter-
vention roll out that all CHWs would receive iCCM
training; others were promised mobile phones. Some
‘basic CHWs’ also reported feeling it was unfair how
‘iCCM CHWs’ were selected within their own CHW
teams, since communities had originally voted for all
CHWs with the intent that they would be equals.
Despite knowing the additional demands they might
take on if promoted to ‘iCCM CHW’ status, ‘basic
CHWs’ still expressed a longing to receive the additional
iCCM responsibilities because of the idea that it will
improve their quality of life overall.

Community perceptions and rumours
Community members valued all CHWs for volunteering
their time. However, when they had a sick child, they
expressed an overall preference for ‘iCCM CHWs’ since
they appreciated the convenient drug access and immedi-
ate curative results offered by ‘iCCM CHWs’. Hence,
community members reported shifting allegiance towards
‘iCCM CHWs’ and away from ‘basic CHWs’. This shift in
allegiance was also recognized by the CHWs.
Community provocations appear to have notably influ-

enced CHW self-esteem. For example, one ‘basic CHW’
reported feeling generally satisfied in his/her role as a
‘basic CHW’ until an encounter with community members
who pointed out his/her lack of additional iCCM training.
This encounter reportedly made the CHW feel “small”. In
parallel, an ‘iCCM only CHW’ reportedly felt content with
his/her iCCM role as a drug distributor until a caregiver
pointed out better efficiency of ‘iCCM plus mobile CHWs’
in other areas, since they also had lamps for treating chil-
dren during the night.
Our data suggest that community member perceptions

often resulted from misinformation about the iCCM inter-
vention. For example, many informants across all partici-
pant groups, particularly Local Council Leaders and
caregivers, did not display a clear understanding of why
some CHWs were iCCM-trained while others were not. It
is possible that this lack of understanding gave rise to the
various iCCM intervention-related rumours that were
reported by all informants. Oftentimes these rumours
were hurtful to the reputation of certain CHW categories.
For example, one reported rumour was that ‘basic CHWs’
were not iCCM-trained because they were disinterested in
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attending training workshops. Other reported rumours
were that ‘iCCM CHWs’ were receiving secret salaries,
were more competent, or were prioritized for future CHW
programs.

Social status and equity
Our data indicate that ‘iCCM CHWs’ appear to have
acquired a higher social status than ‘basic CHWs’ within
their communities. According to some informants, ‘iCCM
CHWs’ were sometimes called ‘doctor’ or ‘nurse’, or given
spotlighted introductions during special village occasions.
One ‘basic CHW’ discussed his/her envy for the changed
image of ‘iCCM CHWs’ in a spiritual context:

“If a parent brings a sick child to you and you treat
him and he gets well, the parent will thank you and
say, “God bless you.” So the more they say it, the
more God blesses you.”

Since ‘iCCM CHWs’ also restocked drugs and referred
very sick children to health centres, they had a higher
interaction with health workers than ‘basic CHWs’, and
thus reported a stronger connection to health centres and
the health system in general. Some ‘iCCM CHWs’ even
reported expedited service at the health centre for perso-
nal and family health issues. Conversely, ‘basic CHWs’
reported feeling disconnected from health centres and
thought their ‘basic CHW’ status would lead to fewer
opportunities within future CHW programs and trainings.
A strong desire for equity amongst all CHWs was a

commonly recurring theme that emerged from all FGDs
with CHWs. Interestingly, ‘basic CHWs’ did not discuss a
particular determination for receiving either iCCM or
mobile training per se; they reported just wanting any-
thing additional “to make things equal”. Furthermore, it
appears that the desire for additional training or tools
occurred only after a realization that things were not
equal or fair. For example, one ‘basic CHW’ in an ‘iCCM
only’ area admitted that he/she was generally satisfied
with his/her circumstances simply because the ‘iCCM
CHWs’ in their area did not end up receiving mobile
phones like they had hoped. In this way, they were equal
in that both groups did not get what they wanted.

Cooperation and team dynamics
Despite the emerging themes of segregation and inequity,
all CHWs reported generally good personal relationships
with their CHW peers, both inside and outside of their
volunteer tasks. No study informant expressed any major
antagonism and most expressed support for one another.
Feelings of bitterness regarding iCCM circumstances
were generally kept to the individual and not expressed
as public confrontations. Frustrations between ‘iCCM
CHWs’ and ‘basic CHWs’ varied between individuals and

groups. For example, one ‘basic CHW’ criticized ‘iCCM
CHWs’ for abandoning their basic health promotion
tasks. On the other hand, ‘iCCM CHWs’ from the same
area felt that ‘basic CHWs’ were acting indifferently. In a
separate community, all CHWs reported getting along
and even tried to share the workload where possible,
which was attributed to the unique self-organization of
non-segregated sub-teams within the community; a ‘basic
CHW’ described the process as follows:

“When we were forming small groups, we never cate-
gorized that let one group be comprised of members
with no drugs and another to be comprised of mem-
bers with drugs. Instead we all mixed up . . . We
even put there some small fee [that] we contribute
[to], and at the end we keep giving each member [a
portion of the contributions] considering the rules
governing the group.”

Interestingly, ‘iCCM CHWs’ from another community
expressed compassion for the unhappiness of their
‘basic CHW’ colleagues, and suggested ways to lessen
the segregation, such as training all CHWs in iCCM
even if drug supplies were only assigned to a few. Other
CHW informants suggested hosting a sub-county recog-
nition event to unite all CHWs.

Discussion
Providing only some CHWs with iCCM training, materi-
als, and support in our iCCM pilot study unexpectedly
and negatively impacted the self-esteem of ‘basic CHWs’
who carried out important health duties but did not
receive the iCCM opportunity. Our data suggest that there
is a positive correlation between the self-esteem of CHWs
and the quantity of training or materials they received. For
example, ‘iCCM plus mobile CHWs’ expressed the overall
highest self-esteem because they received both iCCM and
mobile phone training, whereas ‘iCCM only CHWs’
expressed feeling slightly lower self-esteem because they
did not have the advantage of mobile phones. Likewise,
‘basic CHWs’ in ‘iCCM only’ areas expressed inferiority to
their iCCM peers, yet ‘basic CHWs’ in ‘iCCM plus mobile’
areas expressed even lower self-esteem because they were
without both iCCM and mobile phone training.
Since CHW self-esteem is linked to CHW motivation

[16], future iCCM intervention policies should consider a
more equal distribution of training and materials amongst
the different intervention groups in order to establish a
less segregated and more equitable working environment.
Allocating equipment and tools to only a few CHWs can
even cause those left out to refuse the project [3]. Other
potentially esteem-promoting and motivational strategies
include a more unified distribution of training certificates
and the creation of CHW recognition events [3,10], as
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suggested by CHWs themselves in our study. As well,
more efforts should be taken to ensure that community
members understand the objective of the intervention pro-
gram being implemented, since misguided community
perceptions seem to have exacerbated feelings of segrega-
tion amongst CHWs.
Although our allocation of materials created a negative

influence on the self-esteem of individual CHWs, it did
not appear to necessarily result in poor CHW team func-
tioning. CHW cooperation remained particularly strong
amongst the team of CHWs that re-organized themselves
into non-segregated sub-teams, suggesting that if CHW
roles within a village team vary, team structure may be
modified to maximize positive team dynamics. Literature
related to CHW team functioning has demonstrated that
teams are less dismembered and more pleased with their
work when there is a co-responsibility for tasks and no
hierarchical treatment of workers [17,18]. In any case, it
is clear that at least one CHW team was able to navigate
the varied roles to create a more equal and equitable
work environment.
Importantly, issues of CHW motivation and long term

team functioning should be considered together and
require further assessment. The generally good CHW
team cooperation observed in our study area may not per-
sist over the longer term since even the slightest case of
demotivation amongst CHWs can be detrimental to team
functioning. If demotivation leads to deep-seeded resent-
ment of peers, development partners, or the national pro-
gram, credibility of future community health programs
may also be damaged. Demotivated CHWs may lead to
program unproductivity or even dropouts [10,11,19,16],
hampering an otherwise potentially successful program. It
is also somewhat disheartening to observe amongst ‘basic
CHWs’ an insistent yearning for a drug distribution role,
and to observe amongst ‘iCCM CHWs’ a strong motiva-
tion seemingly dependent on their more curative role. The
curative role seemed to coincide with declining impor-
tance of the health promotion role; a pattern which could
have detrimental consequences on overall CHW program
success. Poor motivation towards health promotion starkly
contrasts findings from previous study areas, where CHWs
in health promotion-only roles were highly motivated, and
strongly linked their health promotion activities with
improved health within their communities [12].
According to Ugandan iCCM program guidelines, the

national vision is for all CHWs to be eventually iCCM-
trained [14]. As such, training just two CHWs per village
is an interim measure and inequity issues raised in this
study may be short-lived. However, if more than two
CHWs practice iCCM, ensuring adequate patient-load to
ensure maintenance of iCCM skills would still need to be
addressed. Also interesting in our study was that the
majority of villages had only two or three CHWs, when

national guidelines called for an average of five CHWs
per village. This may have exacerbated the division of
those ‘with drugs’ and those ‘without’ since some ‘basic
CHWs’ may have felt isolated when almost all others in
their monthly meeting groups had treatment abilities. In
any case, low self-esteem and segregation themes emer-
ging from our intervention provide insight into two criti-
cal program operational issues: 1) potential risks
associated with selective ‘opportunities’ (even when ‘non-
financial’) within the CHW team setting, and 2) a rela-
tively lowered value of a CHW health promotion role
compared to a curative role.
Ours was a small study documenting specific issues per-

ceived within a small, defined population. Added value
might be gained by having a greater variety and number of
community member perspectives. Other limitations
encountered upon analysis of our data were: 1) analysis
was conducted in English, which potentially limited
cultural and language-sensitive responses, and 2) tran-
scriptions did not distinguish which informant was speak-
ing, making it unclear if opinions were equally shared
throughout the focus groups or resulting from dominant
speakers.

Conclusion
Although the iCCM intervention increased the proportion
of children receiving treatment for common illnesses, this
pilot study raises several important operational considera-
tions for Ugandan programmers prior to iCCM national
scale-up. First, a more equal distribution of training and
materials amongst CHWs should be considered. With
respect to CHW training, this can be done by adjusting
the optimal number of ‘iCCM CHWs’ per village in the
initial program rollout, selecting fewer ‘basic CHWs’ per
village, or training more ‘iCCM CHWs’. Second, guidelines
ensuring clear community sensitization at the time of
‘basic CHW’ and ‘iCCM CHW’ selection must be clear
and widely disseminated, including guidelines for how
CHWs liaise with health facilities and staff. Third, other
opportunities to promote and support good self-esteem
and the health promotion role for all CHWs, is necessary.
Finally, CHW retention over time should be studied
including comparisons of CHWs in a variety of roles.
The lessons learned from this study have and will be

shared with Ugandan policymakers; however the lessons
learned are also applicable beyond Uganda. Segregation
resulting from ‘iCCM’ categories of CHWs juxtaposed to
‘basic CHWs’ provides a unique opportunity (and a con-
trol group of sorts) to appreciate the strong CHW motiva-
tion that accompanies adding both materials and training
opportunities to basic CHW roles. Such motivation should
be tapped in positive ways. As well, our experience can
inform CHW planners to carefully consider the perceived
‘material’ benefits that might be offered to all or just to a
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select group of CHWs. Non-financial incentives can have
both positive and negative impacts on CHW program sus-
tainability. Since CHWs are key intercessors in community
intervention programs, organizations and governments
must be mindful of how to encourage CHW solidarity to
improve CHW motivation and retention, and thus bring
CHW programs a step closer to achieving sustainability.

List of abbreviations
CHW: community health worker; DFATD: Foreign Affairs, Trade and
Development Canada; FGD: focus group discussion; GHRI: Global Health
Research Initiative; HCU: Healthy Child Uganda; iCCM: integrated community
case management; IDRC: International Development Research Centre; KII: key
informant interview; MoH: Ministry of Health

Competing interests
The authors declare that they have no competing interests.

Authors’ contributions
TK, JK, and JLB initiated the concept for the study. HFGM developed the
tools for the study and performed data analysis, with guidance from DLB.
HFGM supervised field mobilization and TK participated in data collection.
HFGM, DLB, JK, and JLB participated in the interpretation and the writing of
the manuscript. All authors read and approved the final manuscript.

Acknowledgements
This work was carried out with support from the Global Health Research
Initiative (GHRI), a research funding partnership composed of the Canadian
Institutes of Health Research, Foreign Affairs, Trade and Development
Canada, and the International Development Research Centre.
This work was carried out with the aid of a grant from the International
Development Research Centre (IDRC), Ottawa, Canada, and with the financial
support of the Government of Canada provided through Foreign Affairs,
Trade and Development Canada (DFATD).
Support for international travel for HFGM was provided by DFATD through
the Students for Development program administered by the Association of
Universities and Colleges of Canada. We thank the many CHWs, community
members, and leaders who participated in the study; partner institutions,
staff, and officers from Bushenyi district health services and Ministry of
Health; iCCM Principle Investigators Samuel Maling and Celestine Barigye;
note-taker and translator Ainembabazi Doreen; HCU staff Tushemereirwe
Patricia, Amon Natukwatsa, Bainomugisha Christopher Appuli, Nasulu Samula
Nasser, Mubiru Magidu for help with field work and mobilization; data
assistants Rwabijaju Bob and Areeba Kevin for translation assistance;
academic advisor Jennifer Hatfield; and reviewer Nalini Singhal.

Declarations
The publication costs associated with this article are funded by Foreign
Affairs, Trade and Development Canada and the International Development
Research Centre through the Global Health Research Initiative.
This article has been published as part of BMC Health Services Research
Volume 14 Supplement 1, 2014: Uptake and impact of research for evidence-
based practice: lessons from the Africa Health Systems Initiative’s research
component. The full contents of the supplement are available online at
http://www.biomedcentral.com/bmchealthservres/supplements/14/S1

Authors’ details
1Faculty of Medicine, University of Calgary, Calgary, Alberta, T2N 1N4,
Canada. 2Faculty of Medicine, Mbarara University of Science and Technology,
Mbarara, Uganda.

Published: 12 May 2014

References
1. Lozano R, Wang H, Foreman KJ, Rajaratnam JK, Naghavi M, Marcus JR,

Dwyer-Lindgren L, Lofgren KT, Phillips D, Atkinson C, Lopez AD, Murray CJL:
Progress towards Millennium Development Goals 4 and 5 on maternal

and child mortality: an updated systematic analysis. Lancet 2011,
378:1139-1165.

2. Liu L, Johnson HL, Cousens S, Perin J, Scott S, Lawn JE, Rudan I,
Campbell H, Cibulskis R, Li M, Mathers C, Black RE: Global, regional, and
national causes of child mortality: an updated systematic analysis for
2010 with time trends since 2000. Lancet 2012, 379:2151-2161.

3. World Health Organization, Global Health Workforce Alliance: Global
experience of community health workers for delivery of health related
Millennium Development Goals: a systematic review, country case
studies, and recommendations for integration into national health
systems. World Health Organization; 2010.

4. Ministry of Health Uganda: Integrated community case management of
childhood malaria, pneumonia, and diarrhoea: implementation
guidelines. Kampala; 2010.

5. Young M, Wolfheim C, Marsh DR, Hammamy Diaa: World Health
Organization/United Nations Children’s Fund joint statement on
integrated community case management: an equity-focused strategy to
improve access to essential treatment services for children. Am J Trop
Med Hyg 2012, 87(Suppl 5):6-10.

6. Hamer D, Brooks ET, Semrau Katherine, Pilingana P, MacLeod WB,
Siazeele K, Sabin LL, Thea DM, Yeboah-Antwi K: Quality and safety of
integrated community case management of malaria using rapid
diagnostic tests and pneumonia by community health workers. Pathog
Glob Health 2012, 106(1):32-39.

7. Kalyango JN, Rutebemberwa E, Alfven T, Ssali S, Peterson S, Karamagi C:
Performance of community health workers under integrated community
case management of childhood illnesses in eastern Uganda. Malar J.
2012, 11(282).

8. Laínez YB, Wittcoff A, Mohamud AI, Amendola P, Perry HB, D’Harcourt E:
Community case management data in six sub-Saharan African countries.
Am J Trop Med Hyg 2012, 87(Suppl 5):144-150.

9. Hamer DH, Marsh DR, Peterson S, Pagnoni F: Integrated community case
management: next steps in addressing the implementation research
agenda. Am J Trop Med Hyg 2012, 87(Suppl 5):151-153.

10. Bhattacharyya K, Winch P, LeBan K, Tien M: Community health worker
incentives and disincentives: how they affect motivation, retention, and
sustainability. Arlington; 2001.

11. Standing H, Chowdhury AMR: Producing effective knowledge agents in a
pluralistic environment: what future for community health workers? Soc
Sci Med 2008, 66(10):2096-2107.

12. Ludwick T, Brenner JL, Kyomuhangi T, Wotton KA, Kabakyenga JK: Poor
retention does not have to be the rule: retention of volunteer
community health workers in Uganda. Health Policy Plan 2013.

13. Brenner JL, Barigye C, Maling S, Kabakyenga J, Nettel-Aguirre A, Buchner DL,
Kyomuhangi T, Wotton KA, Amon N, Singhal N: Where there is no doctor: can
volunteer community health workers in rural Uganda provide integrated
community case management?, Manuscript submitted for publication.

14. Ministry of Health Uganda: Village Health Team (VHT) strategy and
operational guidelines. Kampala; 2010.

15. Creswell JW: Qualitative inquiry and research design. Thousand Oaks:
Sage Publications, Inc; 2012.

16. Rahman SM, Ali NA, Jennings L, Seraji MHR, Mannan I, Shah R, Al-
Mahmud AB, Bari S, Hossain D, Das MK, Baqui AH, El Arifeen S, Winch PJ:
Factors affecting recruitment and retention of community health
workers in a newborn care intervention in Bangladesh. Hum Resour
Health 2010, 8(12):1-14.

17. Peres CRFB, Júnior ALC, da Silva RF, Marin MJS: The community health
agent and working as a team: the easy and difficult aspects. Rev Esc
Enferum USP 2011, 45(4):905-911.

18. Lopes DMQ, Beck CLC, Prestes FC, Weiller TH, Colomé JS, da Silva GM:
Community health agents and their experiences of pleasure and distress
at work: a qualitative study. Rev Esc Enferum USP 2012, 46(3):633-640.

19. Khan SH, Chowdhury AMR, Karim F, Barua MK: Training and retaining
Shasthyo Shebika: reasons for turnover of community health workers in
Bangladesh. Health Care Superv 1998, 17(1):37-47.

doi:10.1186/1472-6963-14-S1-S1
Cite this article as: Mercader et al.: Drugs for some but not all: inequity
within community health worker teams during introduction of
integrated community case management. BMC Health Services Research
2014 14(Suppl 1):S1.

Mercader et al. BMC Health Services Research 2014, 14(Suppl 1):S1
http://www.biomedcentral.com/bmchealthservres/content/14/S1/S1

Page 8 of 8

http://www.biomedcentral.com/bmchealthservres/supplements/14/S1
http://www.ncbi.nlm.nih.gov/pubmed/21937100?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/21937100?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/22579125?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/22579125?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/22579125?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/22595272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/22595272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/22595272?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136290?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136291?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136291?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/23136291?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/18342421?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/18342421?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/20205749?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/20205749?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/10182173?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/10182173?dopt=Abstract
http://www.ncbi.nlm.nih.gov/pubmed/10182173?dopt=Abstract

	Abstract
	Background
	Methods
	Results
	Conclusions

	Résumé
	Contexte
	Méthodes
	Résultats
	Conclusions

	Background
	Methods
	Study setting
	Data collection and management
	Ethical considerations

	Results
	Motivation and self-esteem
	Selection, training, and tools
	Community perceptions and rumours
	Social status and equity
	Cooperation and team dynamics

	Discussion
	Conclusion
	List of abbreviations
	Competing interests
	Authors’ contributions
	Acknowledgements
	Declarations
	Authors’ details
	References


<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Gray Gamma 2.2)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.3
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails true
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /Warning
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 500
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /Warning
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 500
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /Warning
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e55464e1a65876863768467e5770b548c62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc666e901a554652d965874ef6768467e5770b548c52175370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA (Utilizzare queste impostazioni per creare documenti Adobe PDF adatti per visualizzare e stampare documenti aziendali in modo affidabile. I documenti PDF creati possono essere aperti con Acrobat e Adobe Reader 5.0 e versioni successive.)
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020be44c988b2c8c2a40020bb38c11cb97c0020c548c815c801c73cb85c0020bcf4ace00020c778c1c4d558b2940020b3700020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken waarmee zakelijke documenten betrouwbaar kunnen worden weergegeven en afgedrukt. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents suitable for reliable viewing and printing of business documents.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


