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License 
This work is licenced under a Creative Commons Attribution-ShareAlike 4.0 International License (CC BY-

SA 4.0). 

You are free to: 

• Share — copy and redistribute the material in any medium or format 
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where your use is permitted by an applicable exception or limitation. 
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Introduction 
Drowning is a leading cause of accidental death worldwide.  The World Health Organisation (WHO) estimate that 

drowning accounts for over 320,000 deaths annually, with over 90 % occurring low and middle income 

countries1. 

Of course, there are many reasons why people drown, and each drowning death will have its own set of 

individual circumstances.  However, by examining the patterns of  how and why people interact with water it is 

possible to understand the risks that people encounter and put in place controls to reduce the chances of a 

drowning. 

In countries with high quality death records, the risks associated with a drowning death are usually identified by 

looking at previous drowning deaths and understanding what happened prior to the incident occurring.  These 

drowning deaths are usually identified through hospital or mortuary records, which generally provide a good 

record of the incident. 

Unfortunately, in many countries health facility records are not a good way of identifying drowning deaths.  

People who drown rarely make it to hospital because drowning incidents are commonly fatal, and often take 

place in rural areas away from health facilities.  If a drowned person does go to hospital, it is often misclassified.  

In all, health facility records do not provide an accurate reflection of the drowning burden in a community and 

are generally not suitable for identifying risk factors for drowning. 

This guide provides an alternative approach for identifying drowning risk in a community and developing 

suitable interventions for addressing the problem at the local level. 

Community participation 
Risk factors associated with drowning are affected by social and environmental factors that change significantly 

over space and time. 

For example, the introduction of piped water into a community once reliant upon a river for fresh water will 

significantly change the way that community interacts with the river and their exposure to risk factors 

associated with drowning. 

This local variation in social and environmental factors that change the way people interact with water (their 

exposure) means that to really understand how to prevent drowning it is important to first work at the 

community level. 

In high-income settings, the identification of local risk factors is typically done by outside experts, supported by 

data from local health facilities.  Interventions to address risk factors are then developed and funded by 

government, who have the resources and capacity to manage implementation. 

In low-income settings, the lack of data from health facilities, lack of funding and limited capacity to implement 

interventions means that drowning is commonly ignored as a priority despite local understanding of the scale of 

the problem. 

 

                                                           
1 World Health Organization, 2014. Global report on drowning: preventing a leading killer. 
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To address this, this Drowning Risk Assessment Toolkit (DRAT) uses a range of 

participatory methods to identify drowning risk factors at the local level.  This 

means that community members participate in identifying the problem, 

develop locally appropriate solutions and manage local resources for 

implementation. 

The involvement of the community throughout the process not only ensures that 

the solutions are appropriate, but also gives the community ownership of the risk 

assessment and the action plan.  This increases the likelihood of the action plan 

being implemented as it helps communities to feel that they are active players 

working to improve their own situation, and not as passive recipients of aid from 

outside organisations. 

DRAT consists of seven stages to identify risks and design an action plan to 

address those risks as shown in Figure 1.  The toolkit takes the user from 

preparation all the way through to putting the plan into action.  This document 

contains a step-by-step guide to the activities and examples of the tools that are 

used at each stage of the process. 

All the exercises start with a list of the resources that are required and the size of 

the group needed.  Often the exercises require pens and large sheets of paper.  

However, if this is not possible, work with the community to decide on a suitable 

alternative.  For example, maps could be on the ground using stones, seeds, 

sticks and coloured powder or diagrams could be drawn on the floor using chalk.  

Regardless of the materials that are used to carry out the exercises, it is 

important that the outputs are recorded and made available to the facilitation 

team and to the local community. 

 

 

 

Continuous improvement 
DRAT has been developed by Nile Swimmers and tested during drowning prevention work with vulnerable 

communities in Sudan.  It is the intention that DRAT is freely available for other organisations to use and build 

upon.  If you and your organisation intend to make use of DRAT, we would appreciate your feedback on the 

toolkit and any improvements you make or would like to see made.  This allows DRAT to be continuously 

improved and for your feedback to be included in future versions of the toolkit. 

If you have feedback, comments or success stories of using DRAT, please share them with Nile Swimmers by 

emailing us at research@nileswimmers.org.  

  

Figure 1 - The seven stages of DRAT 

mailto:research@nileswimmers.org
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Stage 1 - Preparation 

Is it necessary? 
The first decision when you think about using DRAT is whether it is necessary.  If other organisations have 

looked at risks associated with water safety and little has changed environmentally or socially, repeating that 

work here may not be necessary.  Review the outputs of the existing risk assessment and ask “What would you 

add to the existing analysis by using DRAT?”.  If the answer to this question is not clear, DRAT should not be 

used. 

What are the objectives? 
The objectives of using DRAT is for the community members:  

• to identify the water safety risks in their lives,  

• to understand the impacts of these risks  

• to agree actions that can reduce those risks 

• to help prevent drowning. 

Where should you work?  
To identify communities to work with, you should consider the following questions:  

• Are there any known or expected drowning risks?  

• Is the community vulnerable to water safety hazards? 

• Are the community willing and interested to work with you? 

• Can you access the community? 

• Can you access funding to work with the community? 

Who are your stakeholders? 
A community is a group of people living in the same place or sharing one or more characteristics.  Communities 

can be very different sizes, composition and how united they are. 

The main stakeholders in a community risk assessment are the community members themselves.  However, it is 

important to remember that communities are lots of different people.  There are differences in age, gender, 

socio-economic status and religious or political beliefs.  Individuals or groups may have different interests and 

involvement with the water and so they will experience different risks.  It is important to get the widest range of 

these people involved in the community risk assessment and in developing the community action plan.  Often, 

those most at risk are the most marginalised and the least likely to get involved.  Including all sectors of the 

community increases the chance that the community action plan works for everybody in the community. 

There may be other stakeholders in the local area that should be included.  These could be local or international 

non-governmental organisations (NGOs), community-based organisations (CBOs), religious groups or 

institutions, government institutions or private companies. 

The best way to identify stakeholders is to visit the community, meet with its leaders, ask about the other 

groups that may be involved with that community and build a working relationship with them.  This helps you to 

become familiar with the community, and to understand what happens day-to-day.  This means you can 

consider people’s commitments to work and family when you are planning exercises with the community. 
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How will you work with your stakeholders? 
Once you have identified your stakeholders, you need to decide how they will be involved.  If other NGOs or 

CBOs are working to achieve similar goals in the community, it may be possible to work in partnership.  If 

government bodies want to or need to be involved, it is good to involve a representative in your team.  Make 

sure you include enough time in your planning for the necessary meetings. 

Before you start working with the community, you should brief all your stakeholders on the stages of the 

process so that they can understand it and can ask questions.  You should also give feedback to stakeholders 

after each stage. 

If you are working within a large community (more than 200 households), you may need to repeat the risk 

assessment with more than one group so that you get a good level of participation from different groups within 

the community.  This means you will need either a bigger team or more time to complete the work. 

To make sure that you are clear about what you are doing and who you are working with, you should 

summarise the answers to these questions in a short report.  This is the Terms of Reference for the project 

and should be shared with the stakeholders. 

An example Terms of Reference is shown in Appendix 1 along with an example budget and an example time line 

for a DRAT project. 

Selecting a team 
To help the community through the activities, you will need a team of facilitators.  It is important that they 

understand their role and that they know when to ask questions or make comments and when to let members 

of the community lead the process.  They must have excellent communication skills.  The team must be able to 

communicate and build trust with the community, so it is important that some of the team have the language 

skills to speak directly with the community or that trusted interpreters are included. 

While there is no ideal number of people to have in your team, you should start with four to six people including 

the team leader.  Where possible, the team should include:  

• a community leader  

• a representative of any partner CBOs or NGOs that are involved 

• a representative of government organisations that are involved 

• at least one team member should have technical expertise in drowning prevention 

• at least one team member should have project management and advocacy skills to help develop the 

community action plan 

The team should include men and women and their roles should be based solely on their skills and expertise.  

Gender, ethnicity or political views should not influence their selection.  The team must be available to attend 

throughout the activities and they must not be distracted by other activities during that time. 

It is useful for the team to train together before the activities start so that everyone understands the role that is 

expected of them.  All the team will be responsible for facilitating the activities and recording the results.  Within 

your team, some members will also have specific responsibilities.  These include: 

• Team coordinator 

• Focal point for communication with the community 
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• Focal point for communication with other stakeholders 

• Logistics and resources coordinator 

Resources and logistics 
The project should be planned and the time, cost and responsibility for different parts of the project should be 

recorded. 

You will need to consider: 

• Transport for the team to the community 

• Accommodation for the team if the community is far from where they live 

• The venue for meetings 

• Refreshments for the team and the participants 

• Stationery for the exercises 

• Interpreters (if necessary) 
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Stage 2 – Collecting background data 
Before you start work with the community, it is useful to have some background information about the 

community and the potential risks in the area.  This information may come from reports about the local 

environment, data that relates to the community (e.g. census data), or from individuals or organisations that 

know a lot about the community but are not part of the community (e.g. NGOs that have worked with the 

community in the past).  This information can help you to: 

• Ask intelligent questions during the exercises to help the participants in their analysis 

• Identify groups of interest and ensure that they are actively involved in the process (e.g. migrant 

workers who encounter significant water safety risks during their work) 

• Identify potential partners and sources of support (e.g. organisations who have an interest in supporting 

community development) 

You should look for answers to the following questions: 

• Where is the community? 

• What are the demographics of the community? 

• What is the social and political structure of the community? 

• What is the economic profile of the community? 

• Does the community have a development plan? 

• What water resources exist in and around the community? 

• What groups and organisations exist in the community?  What are their interests? 

• What government interaction is there with the community? 

• Are there records of past drownings in the community? 

• Are there any existing water safety, flood safety or drowning prevention interventions in place? 

• Does the community experience flooding?  How often and how severe is the flooding? 

• Are there seasonal changes to the local environment? 

You only need short answers to each of these questions at this stage.  Be aware that the information that you 

collect at this stage may be inaccurate.  Use it as a starting point.  Be ready to hear new and contradictory 

information when you start working with the community. 
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Stage 3 – Understanding the community 
This is the first stage that takes place in the community.  It is designed to build a common understanding of the 

community structure and resources.  The first exercise establishes the different groups of people that live in the 

community so that you can ensure that risks that affect different groups in different ways are considered.  The 

second exercise identifies any organisations that may play an important role in supporting or hindering the 

development and implementation of a community action plan.  The third exercise identifies resources that are 

important to the community and their location in relation to one another. 

Introducing the team 
You should introduce the team to the whole community before the start of the activities.  This can happen at a 

community meeting.  In your introduction, you should explain: 

• who you are and the organisation(s) that you represent 

• why you are visiting the community 

• what you will be doing and how 

• the overall aim of the work 

• what you expect from the community 

• when you will share the results with the community 

Selecting community participants 
The number of people who participate in the process will depend on the size of the community and its 

composition.  You should try to get as many community members to attend the introductory meeting and the 

presentation of the results and action plan.  For the activities, you need a representation of the total population 

considering different genders, ages, socio-economic groups, occupations and ethnicities.  For a small or highly 

homogenous community, you can run each of the exercises with a single group.  For a large or diverse 

community, it may be necessary to repeat the exercise with different groups to get a good understanding of the 

different risks that people face.   

If there is likely to be tension between different groups, then separate sessions should be run to accommodate 

all the groups.  The sessions should be timed to work around participants' other commitments.  This may also 

result in different sessions for different groups of people.  For example, the best time to speak to mothers may 

be during the day when their families are at work or school, whilst the best time to talk to farmers may be at the 

end of the day when it is too dark to work in the fields. 

Working with the community 
Every session working with groups from the community will include at least one facilitator and one note-taker.  

More facilitators and note-takers will be needed if there are multiple groups attending the session.  The 

facilitator(s) and note-taker(s) should be experienced in the principles behind the use of participatory tools and 

methods as well as in their practical use. 

When working with each group, the facilitator(s) and note-taker(s) should begin by introducing themselves and 

explaining carefully and clearly the objectives of the discussion.  Check that the group understand and feel 

comfortable with what will be discussed before you start.  Anyone who is not comfortable taking part in the 

discussion is free to leave the group at any time. 
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Exercise 1 - Who lives in the community? 
This exercise needs: 

• Large pieces of paper 

• Pens 

• Groups of 6-8 people 

Explain that each group will draw a pie (or a cake, or a chapatti, or a plate, as appropriate) which needs to be 

shared equally amongst the community.  They need to split the pie into slices that show how many people in the 

community belong to these different groups.  An example based on age is shown in Figure 2.  Different groups 

could include: 

• Men / women 

• Children / adults / elderly (make sure the ages of these groups are listed) 

• People with disabilities / people without disabilities 

• People who are working / not working 

• Boys who are in school / not in school 

• Girls who are in school / not in school 

• Ethnic or religious groups 

• Different occupations (e.g. fishers, farmers, etc.) 

 

Figure 2 - An example pie chart showing a community that is roughly half adults, a third children and the rest elderly people 

Encourage the participants to suggest other important grouping in the community and draw a new pie chart for 

each one.  When they are happy that they have represented all the different groups, the groups should display 

their drawings and explain them to the group.  The groups can discuss differences between the results and agree 

on a set of pie charts that best represent the community. 
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Exercise 2 - What organisations play a role in the community? 
This exercise needs: 

• Small sticky notes 

• Large pieces of paper 

• Pens 

• Groups of 4-6 people 

Ask the participants to think about all the different groups and organisations that exist in the community and 

write each one on a sticky note. 

For each of the organisations that have been identified, they need to answer the questions: 

• How powerful is the organisation? 

• How interested is the organisation in improving water safety, flood safety and drowning prevention in 

the community? 

Draw a box split into four sections and labelled as shown in Figure 3.  For each of the identified organisations 

identified, discuss the answers to the two questions above and decide which box it sits in. 

 

Figure 3 - A blank stakeholder diagram 

If you run this activity with more than one group, it is useful to bring them together afterwards to compare any 

differences between where the organisations have been placed in the box.  The different groups should try to 

reach an agreement. 
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Exercise 3 - What resources are important to the community? 
This exercise needs: 

• Large pieces of paper 

• Pens 

• Groups of 6-10 people 

First, decide what area the map will show or any boundaries to the map (e.g. a village, an indigenous ancestral 

domain, a watershed, etc).  Ask the group to draw the outline or boundary of the map.  It might be helpful for 

them to start by marking a central and important landmark.  Although it might take some time to get going, the 

process should not be rushed. 

Ask the group to draw other things on the map that are important to them.  It is not necessary to develop a 

perfectly accurate map.  The goal should be to get useful information about local perceptions of the area.  The 

group should develop the content of the map according to what is important to them, which might include: 

• infrastructure and services (e.g. roads, houses, bridges, schools, health clinics);  

• water sites and sources;  

• agricultural land, forest, grazing areas;  

• soils, slopes, elevations;  

• shops, markets; religious buildings (e.g. churches, mosques, temples);  

• other special places (e.g. sacred sites, cemeteries, bus stops).   

It may be helpful to add notes that show the people who control these resources.  

Once the map is underway, sit back and watch; do not interrupt unless absolutely necessary or if the group 

stops drawing.  Alternatively, it might be helpful to leave for a time and come back later. 

The community have now created a resource map. This map is the basis of the next exercise, to analyse the 

hazards and risks in the area. 
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Stage 4 – Analysing risks 
The first exercise in this section is to develop the resource map into a risk map.  Risk maps are a simple visual 

method to show and record local perceptions of the hazards in an area or the different levels and types of risk 

that people in a community face.  Risk maps can be used to: 

• identify and address risks 

• identify hazards (e.g. rivers that might flood) 

• provide the authorities and local organisations with shared criteria for decision-making 

They can show: 

• locations of past events that have had an impact on the community (e.g. drowning deaths) 

• areas, buildings, or people that face different types and levels of risk (e.g. flood-prone areas) 

• the likely impact on risks presented by a proposed change 

This can act as a basis for conducting semi-structured interviews on topics of interest identified during the risk 

mapping. 

 

 

Exercise 4 - What risks or hazards are there in the community? 
This exercise needs: 

• The resource map produced in Exercise 3 

• Pens 

• Groups of 6-10 people 

This exercise continues from the resource mapping exercise above.  First, discuss with the group their 

perceptions of what are "risks".  Agree on a definition that they are comfortable with.  Using the resource map 

from Exercise 3, ask the group to consider the different risks and hazards in the area.  A discussion of previous 

water safety incidents with negative impacts might be helpful.  These events may include boat accidents, 

drowning deaths, damaging floods, or other water-related events identified by the group. 

Ask the group to mark areas, buildings, or homes using colours and symbols to indicate different types and 

levels of risk.  For example, red could be used for high risk areas, yellow for medium risk areas, and green for low 

risk areas.  Past events, like drowning deaths, can be added to the map using symbols.  An example risk map is 

shown in Figure 4. 

Everyone can provide data.  For example, in flood risk mapping, data may include height of flood, presence of 

potable (drinkable) water, or a building on higher ground which could be used as a temporary evacuation 

centre. 

If the map is being drawn on the ground, ask the group to start making a copy on to paper (indicating which 

direction is north) once the broad outline has been established.  This process is important because extra 

information and corrections can often arise as a result.  Once the group stops, ask whether there is anything 

else of importance that should be added. 
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Figure 4 - An example of a risk map showing important landmarks (such as farms, roads, mosque, police stations and rivers) and identified 
risks (such as areas that flood and areas where people have drowned) 

When the map is completed, ask the group to describe it.  Ask questions about anything that is unclear.  Ensure 

that a copy or permanent record of the map is available to the community. 

Once the map has been completed, it can be used as the basis for the group to conduct their own discussions 

and analysis.  If there are several different groups, ask each group to present its map to the others for their 

reactions and comments.  Are there any disagreements?  If so, note these and whether a consensus is reached. 

These discussions should be noted or recorded. 
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Exercise 5 – What other information can key informants provide? 
This exercise needs: 

• Key informant 

• Interviewer 

• Note-taker 

Semi-structured interviews are in-depth interviews where the interviewer and the informant are equal partners.  

The interviewer knows the topics they want to discuss with the informant but allows them to explore different 

thoughts and feelings.  This means that the informant is not limited to a set of pre-determined answers (unlike a 

structured questionnaire). 

The interviewer can bring the informant back to the topic with prompting questions, before allowing the 

informant to explore that aspect of the problem, and so on.  It is a two-way dialogue. 

A semi-structured interview involves many open-ended questions.  In addition, probes and prompts are used to 

tease out various details from the informant to complete the story. 

Make sure that you clearly understand what information you want and who is the best informant to provide 

that information.  You should make a list of the topics that you want to discuss and the best key informant to 

meet with about each topic. 

The questions for the interview must be prepared in advance.  If different team members will be conducting the 

interviews, an interview guide must provide clear instructions for interviewers.  In order to understand the topic 

from the perspective of local people, the interviewers must be trained to ask open-ended questions and to 

follow relevant topics that may stray from the interview guide. 

Audio-recording an interview captures exactly what was said but some informants do not feel comfortable 

answering questions when they are being recorded.  Taking notes is often seen as less threatening, but it can 

result in poor notes and/or poor-quality interviews as the interviewer cannot concentrate fully on both tasks.  It 

is recommended that a second person from the facilitation team works as a note-taker during the interview.  

However, if an audio-recording is used, it is important to make sure that it will work well by doing a test 

recording, and that transcription software is available. The interview should be in a quiet place, as background 

noise can overwhelm recording equipment. 

Start the interview by explaining to the informant why you want to speak to them, and how the information will 

be used.  If you are recording the interview, it is important that you gain consent before you start.  Depending 

on your organisation’s policies, this may need to be written consent. 

Start with non-probing questions to make the informant feel comfortable opening up to the interviewer.  For 

example, ask how they are, ask about their family or children, ask about their work, their home or their garden. 

Ask questions that lead to detailed answers.  It is important that you phrase questions in a way that gets the 

informant to provide detailed answers, rather than simple ‘Yes’ or ‘No’ answers. 

It is important that the interview is carefully planned to focus on getting specific information.  Example 

questions that relate to different topics are given below. 
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Community water usage 

• How do people in this community use water? 

• When do they do these things? 

• Where do they do these things? 

• Why do they go to those places rather than other places? 

Past drowning events 

• Has anyone drowned? 

• What happened? 

• Where did it happen? 

• What were they doing by the water? 

• How old were they? 

• Were they male or female? 

• Was anyone with them? 

Past rescues 

• Has anyone been rescued? 

• What happened? 

• What were they doing by the water? 

• How old was the victim? 

• How old was the rescuer? 

• How did they do the rescue? 

• What happened to the victim after the rescue? 

Flooding events 

• Does the area suffer from flooding? 

• Which areas are affected by flooding? 

• Which people are affected by flooding? 

• What damage does the flooding cause? 

• When does the flooding happen? 

• Is the flooding predictable? 

• How much warning is there when flooding happens? 

Flood safety interventions 

• What do people do when the flooding happens? 

• Where do people go when the flooding happens? 

• What do people do to protect their property and land? 

• What do people do to protect their belongings? 

• What do people to protect themselves? 

• Are there any early warning systems? 

• How do the early warning systems work? 

• Who runs these systems? 

• Are there any schemes that help to protect the community from flooding? 

• How do these schemes work? 
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• Who runs these schemes? 

Deciding when to end an interview will depend on several factors.  For example, the interviewer may feel that 

they have exhausted their questions, and that they are no longer getting new information, or the informant may 

seem tired or have other commitments to attend to.  At the end of the interview, the interviewer should 

summarise the key points that they feel the informant has provided, as this provides the informant with a final 

chance to expand or clarify on any of these points. 

It is important to thank the informant for their time and give them with the interviewer’s contact details.  The 

informant should be told how they can get the final report.  This will help provide them with a sense of 

ownership of the material that they have shared. 

The information collected from the semi-structured interviews should be fed back to the facilitation team to 

inform them of any risks that have been overlooked or misrepresented in the group activities carried out by the 

community.  This information can be used to nudge the community to reconsider these risks and their 

underlying causes during the risk prioritisation activities and subsequent action planning.  
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Stage 5 - Prioritising risks 
After you have analysed the hazards and risks in a community, you need to prioritise the risks.  These exercises 

may take place with the same group that carried out the previous exercises or with a sub-section of that group 

that were well-engaged and interested during the previous exercises.  It is important that if you decide to use a 

sub-section of the original group, you still include a good mix of ages and genders in the smaller group.  The 

exercises will decide which of the identified risks are of greatest concern and who is affected by those risks.  The 

root causes of the risks will be analysed and potential solutions to address these causes will be considered. 

 

Exercise 6 – What are the biggest risks? 
This exercise needs: 

• A list of the risks identified in Exercise 4 

• Large pieces of paper 

• Small sticky notes 

• Pens 

• Groups of 4-6 people 

First, the facilitators must explain the ideas of likelihood and impact.  

Likelihood is the number of times that a risk will happen in a given time (e.g. one year).  Something that 

happens often is more likely than something that happens only a few times.  

Impact is the expected consequences of a risk happening.  These could include people being injured or killed, 

damage to property or disruption to business.  The more damaging the consequences, the higher the impact.  

For each of the risks that have been identified in the previous exercises, the group need to answer the 

questions:  

• How likely is the risk?  

• What is the impact of the risk?  

Draw a box split into four sections and labelled as shown in Figure 5.  For each of the identified risks, discuss the 

answers to the two questions above and decide which box it sits in.   Write each risk on a sticky note and stick it 

in the appropriate box after the group has agreed where it should sit.  This means that it can be moved if new 

information becomes available during the discussion. 
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Figure 5 - A blank risk box 

When you have finished, you will have ranked the risks with the highest risks in the top right box and the lowest 

risks in the bottom left box.  

If you run this activity with more than one group, it is useful to bring them together afterwards to compare any 

differences in the way that the risks have been ranked.  
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Exercise 7 - Who is affected by the risks? 
This exercise needs: 

• The risk box completed in Exercise 6 

• The pie charts drawn in Exercise 1 (optional) 

• Small sticky notes 

• Pens 

• Groups of 4-6 people 

Starting with the risks in the top right box (high impact, high likelihood), look at each risk and decide who is 

affected by this risk.  This could be the groups based on age, gender, occupation or activity that were identified 

in Exercise 1.  Write each group on a sticky note.  For each risk, consider which of those groups are most at risk 

and put the notes in an order so that those most at risk are at the top and those at the bottom are least at risk.  

Repeat this for each risk in the top right box and then move to the top left box, the bottom right box and finally 

the bottom left box until you have considered who is affected by each risk.  
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Exercise 8 - What are the root causes of the risks?  
This exercise needs: 

• The risk box completed in Exercise 6 

• The list of groups that are affected by each risk completed in Exercise 7 

• Large pieces of paper 

• Small sticky notes 

• Pens 

• Groups of 3-4 people 

A problem tree can be used to identify the causes of problems.  The hazard that has been identified is the tree 

trunk.  The roots are the causes of the problem and the branches are the effects.  An example problem tree is 

shown in Figure 6. 

For each of the risks that have been identified ask the question “Why does this happen?”  Put the answer on a 

sticky note.  Continue to ask the same question until the root cause of the problem has been reached.  You can 

place these sticky notes in order below the problem to form a ‘cause-problem sequence’ for each problem.  Link 

the problems that have the same causes together. 

During this exercise, it is very important that the facilitators with drowning prevention expertise can "sense-

check" the responses and the 'cause-problem sequences' to ensure that false sequences are not described.  For 

example, fishermen may drown because they do not wear lifejackets and the available lifejackets may be 

orange.  However, that does not mean that fishermen drown because they do not wear orange.  It is important 

that these false sequences are explained and not simply ignored.  The background data that was collected in 

Stage 2 may help to reinforce these explanations. 

 

Figure 6 -A simple example of a problem tree 
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Exercise 9 - What can the community do to reduce its vulnerability to hazards?  
This exercise needs: 

• The problem trees completed in Exercise 8 

• Large pieces of paper 

• Small sticky notes 

• Pens 

• Groups of 3-4 people 

Using the problem tree that has been created by the group, explain that solutions to hazards can be found by 

turning each problem from a negative to a positive statement.  Give the participants an example and then let 

them do the same for each of the cause-problem sequences that they have identified.  When they have 

transformed all the problems and their causes into potential solutions, they have created a solutions tree.  This 

is a visual representation of all the things that could be done to address the causes of the problem.  An example 

solution tree is shown in Figure 7. 

Again, it is very important that the facilitators with drowning prevention expertise can "sense-check" the 

responses to ensure that false solutions are not described.  It is important that these false solutions are 

explained and not simply ignored.  The background data that was collected in Stage 2 may help to reinforce 

these explanations. 

 

Figure 7 -A simple example of a solution tree 
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Stage 6 - Developing a community action plan  
To make sure that the community has ownership of the analysis that has been carried out and the action plan, 

you must organise a community meeting to share the analysis produced in the previous exercises.  Make sure 

that you include plenty of time for people to ask questions.  This should happen before the action planning takes 

place.  This is a good opportunity to invite up to 10 men and women to take part in the action planning.  Some of 

these people must have been involved in the exercises that have already happened, but not everyone in the 

group needs to have taken part. 

 

 

Exercise 10 - How can the community address the risks they face? 
This exercise needs: 

• The risk box completed in Exercise 6 

• The solutions trees completed in Exercise 9 

• Large pieces of paper 

• Pens 

• A group of up to 10 people  

By comparing the solutions tree and the risk box, it is possible to identify what can be done to address the risks.  

If there are people in the group who have not taken part in the exercises that generated the risk box and the 

solutions trees, then someone from the group who did take part should explain them before this exercise starts. 

Explain that if a risk has a high impact and a high likelihood, it is worth spending more time and energy to reduce 

the risk.  If the risk is low impact and low likelihood, the time and energy spent on reducing that risk should be 

smaller.  

As a group, select 5-10 solutions from the solution tree that are most valuable for the community to work to 

address, considering where they sit in the risk box.  Once a solution has been identified as valuable, that branch 

can be removed from the solutions tree so that people can see that it does not have to be considered further.  

  



 

22 
 

Exercise 11 - What actions need to be taken? 
 This exercise needs: 

• The list of solutions identified in Exercise 10 

• Large pieces of paper 

• Pens 

• A group of up to 10 people  

Create a large chart with the headings as shown in Figure 8.  In the first column, list the first solution that has 

been identified.  Ask the participants to answer the following questions:  

• Can the community implement the action alone or does it need to influence others to act?  

• When does the action need to be implemented?  

• What resources are needed for the action to be implemented, and how much will this cost?  

• Who does the community need to work with to implement the action?  

• Who is responsible in the community for taking the action forward?  

These answers will fill in the other columns of the chart.  The same questions then need to be answered for the 

other identified solutions.  

Explain to the participants that they have now produced a basic action plan that addresses the priority needs for 

risk reduction in their community.  

Action  Direct 
community 
action? By 

whom?  

Indirect 
action 

(advocacy)? 
By whom?  

When?  Own 
resources 
available?  

Additional 
resources 
required?  
Quantity?  

With 
whom? 

Partners?  

Who is 
responsible 
for taking it 

forward?  

Cost?  

1.           

2.           

3.           

4.          
Figure 8 - A blank action planning table 

 

 Adopting the plan 
At this stage, another community meeting can be held to present the action plan.  Make sure that there is plenty 

of time for discussion.  To answer any questions, refer back to the exercises that underpin the action plan.  

Visual representations of these should be left with the community to refer back to in the future.  

Invite the community leaders to begin a process to amend the plan if necessary and then to formally adopt it.  

Once the plan is adopted, encourage the community to appoint a risk reduction committee to take the process 

forward.  Agree how the committee will operate, how it will measure progress and how it will be accountable to 

the wider community.  

Arrange a series of briefings with the stakeholders to take forward any actions that require support from others.  
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Stage 7 - Putting the plan into action  
Once the action plan has been adopted, the facilitation process is complete.  However, this is just the start for 

the action plan.  To support the community during the implementation of the plan it is useful to do the following 

things before leaving:  

• Establish a link group and a basic system for communicating with them to report on progress and to 

arrange future visits  

• Agree how to report on the facilitation process, including the outputs  

• Discuss who should be on the team that will support the community in implementing the plan  

• Arrange the first visit from the team who will support the community in implementation  

Within one month of the facilitation process, the team should:  

• Produce a report on the process and its outputs to give to the community  

• Feedback to their organisation about the process, its outputs and any further commitments that are 

needed for the implementation of the plan  

• Facilitate meetings between the community and other stakeholders to give feedback and gain support 

for the plan  

• Arrange a return visit to the community to assist with planning and monitoring 

 

 

End of document. 
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Appendix 1 – Example terms of reference 
Name of group: DRAT working group for Butri, Sudan 

Title: Terms of reference (01/03/16) 

Purpose / role of the group: 

• Carry out drowning risk assessment in the community of Butri, including the migrant workers at the local 

mud brick factories 

• Establish community action plan to target drowning risks identified 

Membership: 

• Nile Swimmers – project management and facilitation 

• Butri Charity Association – access to venue and liaison with community residents 

• Butri Regional Brick Workers Union – liaison with migrant workers at the local mud brick factories 

• Butri Regional Government Health Department – permission to work in the region on health-related 

topics 

• The working group will be limited to the organisations listed above, each of whom can nominate up to 2 

representatives to join the working group 

• The community can additionally nominate up to 2 representatives of the Action Plan Implementation 

Team to join the working group 

• The working group will operate for six months, which will include the setting up of the risk assessment 

exercises, the development of the community action plan and up to 4 months of monitoring the 

implementation of the action plan 

Accountability: 

• Butri Charity Association representatives are responsible for reporting back to the community residents 

through open meetings 

• Butri Regional Brick Workers Union representatives are responsible for reporting back to the migrant 

workers at the local mud brick factories through open meetings 

Review: 

• The working group will review the terms of reference after six months and determine whether the 

Action Plan Implementation Team require continued support.  If so, the working group can extend the 

terms of reference for a further six months. 

Meetings: 

• Meetings will be held once every three weeks from the kick-off of the project until the community 

action plan has been completed and adopted by the community.  After that, meetings will be held once 

every eight weeks. 

• Meetings will take place at the Butri Charity Association Hall 

• Meetings will be organised and chaired by Alaa Mohammed of Nile Swimmers 

• The working group can send topics for the agenda to Alaa Mohammed at least two weeks (14 days) 

before the meeting 
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• Meeting papers will be circulated to all representatives by email at least one week (7 days) before the 

meeting 

• Voting in the meeting will require a majority of votes to pass and will be by a display of hands 

• Non-members can be invited to group meetings to provide input and expert advice at the request of the 

chair.  If members of the working group wish to invite a non-member to meetings, they should make this 

request to the chair at least two weeks (14 days) before the meeting.  The chair will extend an invite to 

the non-member at least one week (7 days) before the meeting. 

• The secretary in meetings will be Mahmud Ali of Nile Swimmers and minutes will be distributed to the 

working group within 3 days of the meeting 

Sharing of information and resources: 

• Information and resources from each of the organisations that can support the drowning risk 

assessment and community action planning process will be shared with all organisations 

• The outputs of the drowning risk assessment and the community action plan will be stored by the Butri 

Charity Association where it will be accessible to anyone who wants to study it 

• Reports on the drowning risk assessment and community action planning process will be written by Nile 

Swimmers at the end of the drowning risk assessment and the community action planning and 

distributed to all organisations in the working group 
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Appendix 2 – Example timeline 

 

 

 

 

Appendix 3 – Example budget 


