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Step Seven: Negotiate a Partnership

The feasibility study may raise some concerns about the joint venture on the part of both the
public and private sector participants. The MOH will be concerned about the price to
consumers, particularly since consumers may already be buying the product at a much lower
(e.g., subsidized) price. The company (or companies) will be concerned that the price to
consumers may not be high enough to ensure a reasonable payback over time—that is, for the
activity to be sustainable.

This is when the task force—particularly the catalyst—can address both the public
health and business concerns in a neutral way. For example, the task force (or one of the
participating organizations) can undertake a price sensitivity survey, providing market research
on what price each segment of the target audiences can, or is willing to, pay for the product.
Or, an international donor agency can offer to co-fund advertising costs for the first two years,
to shorten the time before the company (or companies) begin to see some return on investment.

If this type of negotiation between the potential partners is successful, the result will be an
agreed-upon work plan, with an appropriate time frame, for the product launch. The work
plan should include an outline of the partnership objectives, the strategies to be used to
pursue the objectives, a calendar of activities, and monitoring and evaluation indicators. It
should list who is responsible for which activities and which organizations will contribute
the necessary resources. (The above elements are detailed in Step Eight.)

Once the work plan has been finalized, the partners should execute a formal contract
that outlines the provisions of the work plan. Members of the task force should organize a formal
signing ceremony to publicize the partnership. The minister of health and the company CEO(s)
should be the keynote speaker, and the media should be invited to attend.

Step Eight: Develop the Marketing Plan

As the substantive document for the partnership, the partners need to develop further the
outlined work plan into a full-fledged document, usually called the “marketing plan” or
“brand plan” in the commercial sector. This document needs to be developed jointly with the
commercial sector partners, who are now members of the task force. If the commercial sector
partners are familiar with the concept of a marketing plan, encourage them to take the lead
in its development. Otherwise, the marketing consultant will guide the commercial partners
through the process. The marketing plan %hould incorporate the following elements, some of
which have already been prepared in previous steps:
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u situation analysis—essentially the assessment undertaken in Chapter 4. This
assessment can be complemented by input from the commercial sector
partners, who might have additional information in certain areas related to
the target audiences, the market, or the product.

u key issues—the problems and opportunities that will be encountered in
marketing the product. These issues are the synthesis of the situation analysis
described above, and they should represent those factors that will be
addressed by the marketing strategies.

u objectives—reflecting both the commercial partners’ objectives and the
public health objectives. The objectives should be “SMART,” as explained
in Step Two. By developing specific objectives, you will also be identifying
your evaluation indicators.

. strategies—these address the key issues raised earlier. These should turn the
market opportunities into advantages for the product and should help
overcome the obstacles in a creative, problem-solving fashion. Marketing
strategies typically address the “4 Ps”: Product, Price, Place, and Promotion,
This is called the “marketing mix.” You may add other “Ps” as appropriate,
such as politics or public relations. Marketing strategies should be customer-
oriented, focusing on the target audiences you have selected, such as
pharmacists, rural mothers, or schoolchildren. It is imperative to include a
monitoring and evaluation strategy that describes the indicators to be
measured.

u action plan—this details the above strategies by describing the activities to
be undertaken or the tactics to be employed; who will be responsible
(organization/person) for executing each; and when and where these will be
done. A useful way to represent an action plan is to put it in a calendar of
activities or chronogram.

. budger—this should include the estimated costs of all planned activities. The
budget should be submitted for approval to each co-funding organization,
and funding does not need to be confined to the members of the task force.
Imaginative use the task force’s leverage could help raise additional funds.

The task force should be kept informed of the critical parts of the plan and should be
involved in key decisions related to the objectives, strategies, and budget. The final draft of
the marketing plan should be presented formally to the task force to secure a consensus among
all the members. T
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Step Nine: Implement the Marketing
Plan

Every effort must be made to fully use the resources available to the task force and to
integrate the partnership’s activities into the work plans of each organization represented on
the task force. The key to a successful partnership is ensuring that the funding and material
resources are in place to carry out the activities specified in the work plan. Each partner must
make good on its commitments, providing the resources and conducting the activities agreed
to in the work plan. Otherwise, there will be delays and a loss of momentum.

The manager of the task force—probably the private sector consultant—should ensure
that the marketing plan is being implemented in a timely fashion. He or she should flag any
delays or problems and report them to the full task force at the next meeting. The manager’s
key tasks include:

= reviewing the marketing plan regularly

n monitoring progress of each partner in carrying out the marketing plan

u identifying real and potential problems

= marshaling internal and external resources to solve problems—for

example, by arranging for technical assistance, facilitating contact with other
organizations, or serving as a liaison to decision makers

u convening regular and ad hoc meetings of the task force to report on the
partners’ progress arfd to address problems that arise

a recognizing the contributions of active participants to positively reinforce
their achievements and publicize their role and contributions

= ensuring that correct and sufficient data are being collected to evaluate the
progress and sustainability of the effort—for example, comparing actual
results against the projections in the feasibility study

Even with the most thorough planning, problems will arise. The task force members
should work together and pool their resources to address such problems. In addition, individual
members of the task force should seek to creatively apply the resources at their disposal. For
example, an international donor could arrange to provide the raw materials the manufacturer
needs to test its production equipment for the new product. A donor with access to technical
expertise can provide valuable technical assistance in areas as diverse as quality assurance or
communications. P
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The task force members should regard their activities as an opportunity to upgrade
their own and their partners’ capabilities in such areas as marketing planning, communication,
and sales training. Public/private partnerships help institutionalize the processes involved and
help develop skills among the participants that can be used in the future.

One issue that may arise involves who should supply the product in question to the
public health system and at what price. It is natural for the commercial partner to expect to
fill government orders for the product, even if international suppliers are more competitive
on price. International donor agencies may want to encourage local suppliers—i.e., the commercial
partner—to build long-term, national manufacturing and/or distribution capacity. Therefore,
the international donor may agree to purchase the product directly from the manufacturer, even
if the local price exceeds the price quoted by the international manufacturers.

Step Ten: Enhance the Impact

Although the task force has been meeting regularly, it is important to maximize the level of
participation of each member. To further institutionalize the process, the task force manager
should encourage members to host meetings at their organizations, to rotate responsibility for
keeping minutes, and to divide other responsibilities among themselves. The commercial
sector representative(s), designated by the CEO(s) of the partner company (or companies), by
" now should be fully assimilated into the group.

Every effort also must be made to integrate the activities of the partnership into the
work plans and budgets of the task force members’ organizations and to ensure that funds promised
to the partnership are promptly disbursed. The task force manager should keep a master calendar
on which task force members put their planned activities—for example, specific health
interventions such as ORT (oral rehydration therapy) campaigns, National Immunization Days
(NIDs), Vitamin A capsule distribution, bed net retreatment, or cholera prevention campaigns.
The calendar should also include the specific activities outlined in the work plan.

IMPROVING THE ENVIRONMENT FOR PARTNERSHIP

The task force can undertake some activities to make the environment more favorable for a
public/private partnership and to improve the chances of success. These include:

L Raising the awareness of the general public: The public sector can
organize and carry out mass,media campaigns to educate the general public
about the health problem being addressed. This helps create demand for the
product being targeted by the partnership. For example, in Ecuador, public






