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6. Building a Partnership
for Public Health Objectives

A Task Force Approach to Partnership

This chapter outlines a step-by-step approach for establishing and sustaining a public/private
partnership to pursue public health objectives. This systematic approach centers around the
creation of a task force to mobilize the commercial sector and create the partnership. It is
critical to have a catalyst (an individual or organization) to initiate the process, but the catalyst
should gradually move away from a leadership role and allow other task force members to
share the responsibility for decision making.

It may be necessary to hire a consultant to help manage the activities of the task force.
The most obvious choice would be someone who was involved in the seven-step process for
exploring and identifying opportunities for public/private partnerships outlined in Chapter 4.

Step One: Establish a Task Force.
The task force should comprise people who support a collaboration between the commercial
and public sectors to undertake a given health intervention. The task force should include
MOH representatives--ifpossible, the director of health services, the director of regulatory
affairs, and the intervention program manager. It should also include representatives of
international donor agencies such as USAID, UNICEF, and WHO, and, where appropriate,
a local marketing consultant. Participants in existing interagency groups that pool resources
for specific health interventions should also be considered for membership in the task force.
Later, when the commercial sector joins the partnership, commercial firms will be integrated
as full members of the task force.

The first meeting of the task force should be focused on securing the support of members
for engaging the commercial sector. Task force members should be provided the following
information: relevant background information, the overall objectives of the public health
intervention, opportunities for partnership \Xith the commercial sector (identified in the process
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outlined in Chapter 4), and an assessment of the factors that will be critical for success. It also

will be helpful to outline the capabilities and advantages of the commercial sector, including:

. the ability to use market research to better understand target audiences

(consumers, health care providers, pharmacists, and other retailers)

. the capacity to develop and introduce new public health-recommended

products

. wide distribution networks-e.g., including all pharmacies, general stores,

and supermarkets in urban areas

. experience and expertise in effectively promoting product.\' to different

audiences, including developing alternative pricing structures and

differentiating product presentation (e.g., packaging, display, flavor) to make

products more acceptable and appealing to different segments of the target

audience
. sustainabiliiy-the likelihood that a successful effort will persist without

requiring continued resources from the public sector

Step Two: Agree on Objectives

The overall objective of the health intervention will be to use the resources of the commercial
sector to promote sustained use of the public health-recommended product(s), or maintenance
of the desired health practice, on a national basis. The name given to the task force should
reflect this overarching objective--The Task Force to Promote Oral Rehydration Therapy,

for example.

During the first or second meeting, the task force also needs to reach a consensus on
the broad objectives for the particular public/private partnership and on the qualities of the
ideal commercial partner. These will be used later to develop criteria for selecting appropriate
private sector partners (the selection criteria will be formulated in Step Four). Each objective
should be "SMART"-Specific, Measurable, Ambitious, yet Realistic, and Time-bound.

A partnership to reduce deaths among children under age 5 from pneumonia might

have the following objectives:

. to double the proportion of parents (from 10 percent to 20 percent by the
third year) who recognize that rapid breathing is a sign to seek outside

medical help "
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. to convince 80 percent of private physicians to practice correct case

management of acute respiratory infections (ARI) through an IEC
(information, education, and communication) campaign supported by
commercial sector promotion within the next three years

Each task force member should share the group's agreed objectives with decision makers
in his or her respective organizations. In general, task force members should regularly report
to their organizations on the group's deliberations and decisions. This helps prevent
misunderstandings and preserve the institutional support of the organizations for the partnership.
To enhance the ability of task force members to do this, the process of discussion that leads
to decisions should be reflected in the minutes of task force meetings, so that it is transparent
to those in the respective organizations who read the minutes but did not attend the meeting.

Step Three: Identify Potential Incentives

The next step for the task force is to identify incentives to attract local commercial partners.
These can be provided by any of the relevant government ministries outlined in Chapter 2:
ministries of health, education, finance, industry and commerce, and information. Task force
members need to agree on the most attractive potential incentives and to work together to
change policy to make them possible. (The catalyst should work to convince members of the
task force that this is a productive use of their time and expertise to reduce the resistance
factors.) Some clues on the most attractive incentives may have emerged from the initial
discussions with the commercial sector: undertaken in Step 4 outlined in Chapter 4.

The following incentives may be attractive to the commercial sector:

. Free air time on government-managed media for public service
announcements (PSAs) dealing with public health interventions. This
increases both brand-name recognition and awareness of appropriate
treatments. For example, in Mexico, private TV networks aired messages
about prevention and treatment of cholera free of charge during prime time
at the height of the cholera season. Many of the personal hygiene spots were

produced by Colgate-Palmolive.

. Tax advantages on imported ingredients and materials. These reduce

product costs and encourage companies to invest in active and extended
distribution and enhance1 prO;tI1otional activities, both of which can have
important public health benefits. In Pakistan, ORS manufacturers jointly
raised a petition to the Ministry of Finance to refund the duty paid, on
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Step Four: Select Potential Partners

In this step the task force will list the specific resources needed to accomplish the objectives

of the partnership and rank each potential partner company against these criteria. This process

allows task force members to make an objective and transparent decision about each

company. In sum, the process for Step Four is:

. list the criteria

. rank the criteria in order of importance

. appl)' a relative weight to each criteria

. determine the scores of each company, according to company capability
assessment (see Step Four in Chapter 4)

The task force should identify the selection criteria and rank them according to priority.

There may be 5, 10, or 20 priority criteria--the number is not important. What is" important

is that task force members actively participate in determining the criteria and in ranking them

by priority-a process that strengthens the bonds among the members of the task force.

Figure 13 is a matrix of company ratings according to the selection criteria chosen

for the Bolivia ORS partnership described in Chapter 5. The criteria are listed by decreasing

importance and priority; there are 11 priorities, and so 11 points are assigned to the highest-priority

item. For example, the Bolivian ORS task force ranked production capacity ninth, and assigned

it only three points, because ORS can easily be imported into Bolivia. The capabilities of each

company are scored on a scale of one to ten, with ten being the highest. This information comes

from the company capability assessment undertaken in Chapter 4. The relative weight of each

criterion is used as a multiplier.

Step Five: Approach Potential Partners

When there is a clear, .leading candidate among the selected companies, task force members

should concentrate their efforts on gaining the support of that company's CEO for joining the

partnership. When there are two or three possible partners, the CEO of each company should

be approached individually.
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