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Preface

This series of five documents, together entitled Community Water Managers for Tomorrow:
Partnerships for water management in rural communities, has been developed by IRC in collaboration
with teams from partner organizations in six countries. At the heart of these documents are the
experiences of the local research teams at the community level, who have made enormous
contributions to the adoption of this approach to community water supply.

Each of the five documents in this series has a different focus, but are all based on the same experience
- a four-year participatory action research project to improve the management performance of rural
communities of water supply systems in developing countries, called the PAR-Manage project.

The first two documents explain what happened during this four-year research project. Document 1,
Putting Community Management in Place: Four years of experience in improving water management,
describes the research process and presents the results and conclusions of the PAR-Manage project
from the perspective of the support agencies and IRC. It explains how the participatory research was
done, the tools that were used, what happened in the process, and what it demanded from the agencies
and communities involved. More importantly, it documents the experiences of researchers in the
communities themselves - their progress and setbacks, negotiations and discussions in community
meetings, exchange visits and experiments.

Document 2, Learning in the Field: How 22 communities improved their water management, presents
case studies of each of the 22 communities that have been involved in the project. These case studies
permit a better understanding of the project from the perspective and focus of the men, women and
children in these 22 communities. The case studies illustrate the main problems faced by rural
communities, their efforts to improve the situation, and their achievements in terms of their improved
ability to manage their water.

The next three documents contain what project team now call the Participatory Action Development
approach to community water management - in short, the PAD approach. Document 3, The
Participatory Action Development Approach: Supporting Community Water Management, is based on
the process of action research that was developed and tested throughout the project, to arrive at an
approach for supporting communities in managing their water supply systems. Around this approach,
the teams developed methods and tools that are now available for wider use. Most of the material in
this document is intended to help readers understand community management and the ideas behind the
approach. Practitioners can adapt the approach to suit local circumstances, developing a critical
awareness when putting the approach into practice.

Document 4, Facilitating community discovery: Getting to know about water management, gives a
brief introduction to the PAD methodology, which consists of three phases - Diagnosing,
Experimenting and Sustaining. The manual explores the Diagnosing phase of the PAD process in
detail and describes the methods and tools that can be used during implementation. The document
explores what factors need to be taken into account, the pitfalls to avoid, and the tools or set of tools
that can be used in each step in the process.

Finally, document 5, Experimenting with the Community: Identifying sustainable solutions, again
gives a brief introduction to the methodology, and then explores the Experimenting and Sustaining
phases of the PAD process, together with the methods and tools that can be used.



These last three documents have been produced separately because they will be easier to use in the
field than one large bulky volume. However, each part belongs together with the other parts.
Documents 4 and 5 have been written mainly for practitioners, explaining how to put theory into
practice. The main aim is to provide a set of tools that can be used by support workers to help
communities to shape their own lives. These two documents therefore try to combine both reflection
and action.

All of the methods and tools described here have been used effectively in the communities in Africa,
Asia and Latin America over the past four years. However, they should not be seen as a blueprint for
community management. The project team concluded halfway through the research project: 'Each
situation, each culture, each place, each experience, and each community requires its own approach,
although general principles can be applied'. Sensitivity to the needs of communities, and quick
judgements on what would be most helpful at a particular time or during a particular process can only
be developed through constant practice, complete openness to feedback from the villagers, critical
reflective analysis, and years of experience.

In the near future these documents will be complemented with: (i) videos (one general video and six
country-specific videos) on the experiences with the community management support approach; (ii) a
manual, Training for Trainers, for the staff of support organizations who wish to use the approach in
their field of action; and (iii) an Internet website to support all the initiatives to bring to life the PAD
approach. In the project countries themselves, 'Information Focal Points' will also be established to
provide background material to enhance the activities, and to enable exchanges of information at the
national and regional levels.
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Introduction

This document is a guideline for organisations and their staff that aim to promote community
management and monitoring of rural water supply systems. It is based on experiences build up
during four years of participatory action research on community management.
The introduction briefly presents the Participatory Action Research, the resulting Participatory
Action for Development (PAD) approach proposed here and; the content of this document.

From 1994 to 1998 research teams in 6 countries 1 together with selected communities carried out a
Participatory Action Research on community management of rural water supplies. This research,
which took place in four rural communities in each of the countries had as overall objective to
improve and enhance water management by rural communities. Specific objectives were:
• To improve the current state of understanding on community management of rural water supply

through the participatory assessment and analysis of the performance of selected community
managed rural water supply systems in six developing countries;

• To analyse and identify the support requirements for successfully building capacity for
community management of rural water supply systems;

• To develop and test approaches, methods and tools to enhance the capacity of rural communities
to manage their own rural water supply systems in an efficient, sustainable, gender-conscious
and cost-effective way;

• To enhance the research and support capacities of the partner organisations in six developing
countries.

During a planning workshop the members of the research teams discussed the objectives,
philosophy and characteristics of Participatory Action Research on community management of rural
water supplies, and the major research steps. These steps were operationalized by discussing
methods and tools and setting a time frame. All of the projects followed the general research
pattern.
• Preparatory phase;
• Training and field preparation;
• Participatory field investigations;
• Joint development and field testing of problem-solving strategies, methods and tools;
• Evaluation, follow-up and sustaining the process.

Preparing for and carrying out Participatory Action Research provided experience with the PAD
approach for community management of rural water supplies. Many tools and methods have been
tested by communities as well as by various agencies.
These experiences are described in a series of five documents, of which this is the fifth:
I Putting Community Management in Place: Four years of experience with improving water

management in rural communities
II Learning in the Field: How 22 communities improved their water management
III The Participatory Action Development Approach: Supporting community water management
IV Facilitating Community Discovery: Getting to know about community management
V Experimenting with the Community: Identifying sustainable solutions

1 Nepal, Pakistan, Kenya, Cameroon, Colombia, Guatemala



This document covers the experimenting phase of PAD. It provides theoretical background and
describes a number of methods and tools that have been tested in the six participating countries.
These are methods and tools for use by organisations supporting communities as well as methods
and tools for use by communities to improve management. Accounts of the experiences of the
country teams are presented in the boxes throughout this document.

As in the other documents in this series, the external agencies facilitating PAD in rural communities
are referred to as support organizations. Field workers are referred to as support staff. This
document is intended to assist staff in the process of supporting communities in their experiments
with strategies to solve problems related to the management of their water supply system, to
monitor these experiments and to decide on courses for future action.



1 Experimenting strategies to solve problems as part of
Participatory Action Development

1.1 What is Participatory Action Development?

Participatory Action Development (PAD) is a methodology for improving community management
of rural water supplies, in which all the actors involved contribute both to the creative thinking that
goes into the undertaking, and to the action that is the subject of the development work
(Lammerink, 1993). PAD aims to learn from the past and to find solutions to concrete problems and
conflicts in the management of rural water supplies by communities. At the same time, PAD can
help organizations to discover how they can best support communities in their efforts to improve the
management of rural water supplies.

PAD enables communities, together with the staff of the support organization, to participate
throughout the development process, starting from the initial design of an intervention, through data
gathering and analysis, to the presentation of the final results and discussion of the implications of
their actions. Communities are actively engaged in the quest for information as well as in
experimentation to guide their future actions.

It is not always possible or necessary to work closely with an entire community. Often a small
group of people is selected to become the direct partners of staff of the support organization, and
mechanisms are developed to provide feedback to the wider community when required. Members of
the selected group are involved both as subjects and as local development workers, so that dialogue
between development professionals from the support organization and the people at the grassroots
level is a key feature of the process. PAD is a learning process for members of the community as
well as for the staff of the support organization, in that it enables them to learn from experiences of
social action.

PAD offers an effective and powerful strategy for carrying out the type of interdisciplinary work
that is needed to assist communities to take the lead in their own development. It is a real demand
responsive approach, resulting in improved community management of rural water supplies. It also
allows for a better understanding of the strengths and weaknesses of community management,
because through the methods and tools used, it takes a holistic view of management practices and
problems. PAD can be rapidly adjusted to local conditions in different countries. In particular, by
applying a short feedback mechanism it can stay close to reality. For more detailed background
information on the origins of PAD, see the third document in this series, The Participatory Action
Development Approach: Supporting community water management.

The PAD methodology places, strong emphasis on participatory and gender-sensitive appraisal and
needs assessment methods. It uses both qualitative and quantitative methods of collecting data on
system performance and service, such as distribution, breakdown rates, costing, demographics, local
organization, and the socio-economic characteristics of served and unserved households. In doing
so, PAD builds on earlier appraisal methodologies such as Rapid Rural Appraisal (RRA) and
Participatory Rural Appraisal (PRA) and involves three major phases:
• Diagnosing: the staff prepare for the job, communities are selected, and problems and

problem-solving strategies are identified;
• Experimenting: problem-solving strategies, methods and tools are tested and evaluated;



• Sustaining the process: the findings are shared and disseminated, and the work that needs to
be done to sustain the development process is planned and coordinated.

These three phases are described in general terms in document 3 of this series, and are elaborated in
document 4 and document 5. This fifth document focuses on the experimenting phase of PAD, and
explains how the process can be sustained.

This document is preceded by the document on methods and tools for participatory diagnosing,
which describes how to improve community and support teams skills to identify problems, to
understand root causes/effects and to detect promising solutions, based on indigenous knowledge as
well as knowledge from outside.

This guideline on experimentation and monitoring is based on the experiences and outcomes of the
experimentation phase of Participatory Action Development, in which the communities developed
and tested problem-solving action strategies, methods and tools and support organisations in
principle focus on facilitating the development process and on capacity building. The document
presents suggestions and guidelines on:
• How to promote and support improvements in community management of rural water supply

systems;
• Improved ways and tools for community management;
• How to introduce monitoring instruments to assess and improve on community management

practices;
• Ways and instruments for management oriented community (self-)monitoring.

Experimentation and monitoring of community management of rural water supplies needs thorough
preparation of support organisation staff and the community itself both in terms of skills required,
situation analysis and problem diagnosis. We therefore strongly recommend to read and use this
document in combination with the other documents that have been prepared.

The document is meant for support organisation managers, planners and field staff that will actually
work together with communities who wish to take up and improve the management of their rural
water supply systems. It therefore provides methods and tools for use by support organisations as
well for communities. A bibliography is added for further reading.

Users are invited to experiment with the methods and tools proposed, but should keep in mind that
these may often have to be adapted to local realities and conditions under which both the support
organisation and the communities live and work.

1.2 What does community experimenting entail?

Why community based?

The purpose of community based experimentation is to develop management solutions that are
reliable and affordable and which can be monitored, readjusted and evaluated by community
members themselves. The aim is to strengthen local capacities - like skills, self-confidence and
organisation - in order to be able to plan and design experiments on their own initiative. The basic
idea is to improve, reinforce, enhance and add to existing experimental practice. It is about
increasing the actual capacity to implement and monitor experiments, which includes skills



development, group building, strengthening exchange and supportive linkages with other
communities and support organisations.

Monitoring and evaluating the experiments should not be left to the end of the experimentation, but
be built-in as management tool right from the start. In group meetings during implementation
community members can exchange views on various aspects of experiments and make up their
mind on the strong and weak points. It is important to bring all observations together and
systematically analyse them. If a certain experiment is also implemented in other communities the
analysis may be made by both groups together through exchange visits. The analysis should include
recognizing unintended consequences and the degree to which the experiment contributes to solve
identified problems in a sustainable way. The main role of the support staff L to facilitate this
process.

Development and testing of problem-solving action strategies, methods and tools

This phase involves both experimenting with improved management as well as monitoring and
evaluating the experimenting process and its outcomes. With a complex matter such as community
managed rural water supply, the process will most often be a dynamic one. It will involve iterative
steps, meaning that based on constant monitoring of the experimentation process and its outcomes,
additional diagnosing, re-adjustments of ongoing experimentation and initiating new additional
experiments may be required.

Setting up experiments requires a whole range of activities, including but not limited to:
• review of existing experimental practices through for example: i) exchange visits with other

experimenting communities; ii) attending 'innovator' workshops; iii) analysis of recent
innovations;

• plan and design chosen experiments including: i) identifying who participates; ii) doing analysis
of before and after situation; iii) formulating selection criteria; iv) identifying resources required
and; v) training/skills required;

• define criteria or indicators for monitoring and evaluation of the successes and weaknesses of the
experiment;

• develop adequate monitoring and evaluation methods (what, when, how, who);
• arrange basic training of community members in relevant skills like functional literacy, book

keeping, recording, observation, conducting meetings;
• establish and manage the experiments;

Outcomes from community experimentation

Outcomes pertain to increased capacity of communities to manage their water supplies, better
functioning and used water supply systems, better quality services by support organisations.
However, outcomes also include increased skills to design experiments and to monitor, and
intensified cooperation and sharing among community members themselves and with support
organisations.

Community diagnosing, experimenting with solutions and monitoring the outcomes takes place in a
back and forth going process and not always in a very structured way. For example, once an
experiment gets started additional information and hence further diagnosis activities may be
required. The whole process is often quite complex and all actors, both within the community and


