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Introduction 
Health promotion represents a comprehensive social and political 

process. It not only embraces actions directed 

at strengthening the skills and capabilities of 

individuals, but also action directed towards 

changing social, environmental and economic 

conditions so as to alleviate their impact on 

public and individual health . Health promotion is the process of 

enabling people to increase control over the determinants of health 

and thereby improve their health. Participation is essential to 

sustain health promotion action.i 



The Regional Framework for Hea lth Promotion cites three sets of 
health promotion actions: ii 

Among these three actions, 

social mobilization is the 

engine that can drive the 
other two actions. It can 
also sustain involvement in 
health promotion not as a 
programme of the Ministry of 
Health but as a social goal. 

The salient feature of social 
mobilization programmes is 
the attempt to "go to scale" 
at an accelerated rate. 
There is an assumption that 
problems are too urgent to 
wait for overall economic and 
social development, hence 
the need to concentrate in 

one problem area and 
energize people to move on 
to more integrated 
approaches. iii 

Social mobilization is said to 
be effective when target 
beneficiaries become actors 
and main stakeholders. 
Enabling passive 
beneficiaries to transform 
into active and accountable 
stakeholders entails 
conscious and deliberate 
efforts to harness energies 
and interests of the right 
people, at the right time, 
towards the common good. 





CAJI-lAT I~ ~OC,/AL MOrs/L/Z-ATIO N'? 
Social mobilization is the process that makes things happen. It is a process that engages and 
galvanizes people to take action towards the achievement of a goal for the common good. The 
common good may be defined situationally, both in terms of qualitative and/ or quantitative 
benefits that impact on the greatest number of people in the community. 

Social mobilization can aim at mustering national and local support for health promotion through 
an open process that gives ownership to the community as a whole. The process is concerned 
with mobilizing human and financial resources through five main approaches:" 

Political mobilization · 
aims at winning political and policy 

commitment for a major goal and the 
necessary resource allocations to 
realize that goal. The "targets" are 

national policy decision-makers 
and the communication methods 
include advocacy, lobbying, using 

goodwill ambassadors and the 
mass media . 

L 

Community mobilization 
aims at informing and gaining the 

commitment of local political, religious, 
social and traditional leaders as well as 

local government agencies, 
nongovernmental 

organizations(NGOs), women's groups 
and cooperatives. The communication 
methods include training, participation 

in planning and coverage of their 
activities by the mass media. 

Government mobilization - ~. 
aims at informing and enlisting the Ij 

cooperation and help of service 
providers and other government 
organizations that can provide 
direct or indirect support. The 

communication methods include 
training programmes, study 
tours and coverage of the 

subject by the mass media. 

Corporate mobilization -
aims at securing the support of 

national or international 
companies in promoting 
appropriate goals, either 

through the contribution of 
resources or the carrying of 
appropriate messages as a 
part of their advertising or 

product labelling. 

Beneficiary mobilization -
aims at informing and motivating 

the programme beneficiaries 
through training programmes, 

the establishment of 
community groups and 
communication through 

traditional and mass media . 
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SUSTAI NABI LITY 
A condition that allows interventions and 
initiatives to take root and have a life of 
their own. They are sustainable when 
people are able to cont inue their core 
activities and when their needs are met 
without compromising the ability of 
future generations to meet their own 
needs. 

I CULTURAL SENSITIVITY 
and GENDER FAIRNESS 

An orientation that recognizes and 
respects cultural influences, 
diversity and gender differences. 

EQUITY 
A condition where equal access to 
and control of resources and 
services among classes, genders, 
ethnic groups and generations 
exist as well as just allocation and 
distribution of the benefits derived 
f rom these resources. 
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Social mobilization can propel people to act, redirect or create human 

and material resources for the achievement of a social goal. Central to 

social mobilization is the concept of "social capital" defined as the 

interaction among people through systems that enhance and support that 

interaction. Social capital is created from a myriad of everyday interactions 

between people and is embodied in such structures as civic and religious 

groups, family membership, informal community networks, and in norms of 

voluntarism, altruism and trust.v Even in areas with limited economic 

capital. social capital has been shown to generate the energy and resources 

needed to effect changes in the community. 

Contextually. social mobilization is an integrative process where 

stakeholders are stimulated to become active participants in social change. 

using diverse strategies to meet shared goals. 

Simply put. social mobilization is about people taking action towards a 

common good. 

PEOPLE TAKING 
AC"TION 

C"OMMON 
GOOD 

The absence of any of the three important elements negates the principles 

of social mobilization. 

, World Health Organization Health Promotion Glossary. (WHO/HPRfHEP/98. t p2) 
• utbeam, Donald "Measuring the Effectiveness of Health Promotion" The Evidence of Health Proillotion EfTccti\ eness: Shaping Public Hea lth in a 

New Europe (IUHPE and the European Commission Brussels-Luxembourg 1999) 
• Mckee, Neill Social Mobilization and Social Marketing in Developing Communities: Lessons for Communicators. (Southbound Pcnang. Malaysia. 

1992) 
IV Mckee, Neill Social Mobj lization and Social Marketing in Developing Communities ' Lessons for Communicators (Southbound Penang, Malaysia. 

1992) 
, World Health Organization. Health Promotion Glossarv. (WHO/HPRIHEP/98.1 p. 19) 
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f-.r.JHE~E A~E CAJE'? CAJHE~E 
DO f-.r. JE CAJANT TO GO'? 
I-lOVJ DO f-.r.JE GET THE~E'? 

These are some of the questions that you may need to ask yourself 

before you start a social mobilization process. The starting point is 

a situational analysis which may need to be 

conducted with a slightly different perspective. 

Usually, a situational analysis is driven by a crisis 

like a disease outbreak, a hazard or risk that may 

threaten a group or community. The end point is 

creating an equilibrium where the crisis no longer occurs and the 

risk is minimized. 

Social mobilization for health promotion may need to start from 

completely different assumptions. You may want to mobilize 

various sectors to avert or pre-empt a crisis, hazard or risk. And 

usually, the end goal is not an equilibrium but a dynamic situation 

where various players are actively engaged in modifying their 

behaviour, the behaviours of others and influencing sectors that 

can change the environment. 

.J 



Conducting a situational analysis 

for health promotion includes 

consciously determining social. 

physical. cultural and political 

factors that affect behaviours. They 

may lead not just to "organic 

morbidity" defined as diseases with 

clear biological determinants of 

health such as infection or 

noncommunicable disease. but also 

to "social morbidity" defined as 

conditions that are linked to ill

health and diminished quality of life. 

These are caused by personal and 

social factors such as the loss of 

connectedness. violence. 

discrimination. poverty and the 

inability to participate in economic 

activity. among others. 



Social Diagnosis 
Determine how the situation affects the quality of life of the 
population in its social terms. Does the situation result in the 
breakdown of family relationships? Does it lead to economic 
catastrophe? Does it lead to shorter lifespans? Does it lead to 
violence and conflict? 

Epidemiological Diagnosis 
Determine how the situation affects the health of the population in 
epidemiological terms. Does the situation lead to high rates of 
mortality or morbidity? Does the situation cause diseases to sn.-"",,,,,, 
undesirable and uncontrolled rates? 

Behavioural and Environmental Diagnosis 
What aspects of the problem can be solved by people adopting D~;W· 
behaviours or alternative lifestyles? What aspects ' an be a1tore't"hhu 
changes in the environment including new policies, pr~grams and more 
responsive health care systems? 

Educational and Organizational Diagnosis 
Which of the behaviours are due to predisposing factors 
(beliefs, attitudes and knowledge)? Which are due to enabling factors 
(influences of the immediate environment, accessibility to resources 
and services)? Which are due to reinforcing factors (social 
media messages, institutional and religious dogma)? 

Administrative and Policy Diagnosis 
Which of the factors can be modified through education ,"",", ",-'=1 

modified through advocacy? Which can be modified t Iro'Jalll~-c"c,u,·~ 
mobilization? 

PUTTING IT ALL TOGETHE~ 
In most cases, you will find that a combination of behavioural and environmental 
factors have resulted in a specific situation that must change. The first task, therefore, 
is to organize your thoughts and come up with an analysis of the problem that is clear 
and easy to communicate to others. 
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A useful tool for analysing a situation is the PRECEDE-PROCEED 

MODEL developed by Lawrence Green. It is outlined below. It starts with 

broad questions related to quality of life and ends at a point where 

behavioural change interventions can be considered. 

P~Ec,EDE - P~Oc,EED PHA~E~ 

I 

I 

Pha_5 
Administration 
& Policy 
Diagnosis 

HEALTH 
PROMOTION 

Pha_e 
Implementation 
Evaluation 

PhII_4 
Educational 

Ph __ 3 

Behavioral 
& Organisational 
Diagnosis 

& Environmental 
Diagnosis 

I 

PhII_7 
Process 
Evaluation 

, 
I 

Phil __ 

Impact 
Evaluation 

Pha_. 
Outcome 

Ph __ 2 

Epidemiological 
Diagnosis 

Ph __ 1 

Social 
Diagnosis 

Source: "Theory at a Glance: A Guide for Health Promotion Practicc" National Institutes of Health. National Cancer Institute, United States of America. 



A situational analysis for health 

promotion, therefore, means 

looking at how events, 

personalities and human 

behaviour precipitate a situation 

over a period of time. It will help 

to bear in mind that a problem 

doesn't occur overnight , and that, 

in fact, a problem manifests as a 

cumulative build-up of events brought about by a confluence of various 

factors that can occur in a complex social context. The situation, therefore, 

is a product of many small unnoticed events and perhaps many small 

behaviours and decisions of people who are part of the problem as much as 

they are part of the solut ion . 



Validation of the your analysis 

Your initial situational analysis w ill need to be validated. No one has a monopoly of 
wisdom or understanding of a problem or its context. 

A good way of validating the situational analysis is by using participatory processes that 
involve learning about a problem from, with and b~ the people involved. This works 
especially well in mobilizing a specific community. In a broad sense, any setting can be 
seen as a community. For example, a hospital , a government office, a marketplace, a 
school, a workplace are all communities. Hence when we speak of the commun ity, we 
refer to it interchangeably with a setting. 

On-site appra isal can be effective since your community stakeholders are most likely to be 
available and information can be gathered first -hand. 

PAt2..AL'/:'I:' 
e,y ANAL Y~I~ 

Sometimes the process of analysing a 
situation can be so complex and 
convoluted that you may feel helpless 
and unable to address a situation 
because it is so overwhelming. 

c...ONDuc... T F=Oc...US GRouP DIsc...uSSIONS 

If you have the skills and training to do focus group discussions', this 
would be a good way of validating your situational anallJsis. If not, a 
social science research group would be able to do this for you. Most 
university-based research groups have the capacity to do this. 

The focus group has the following characteristics: 
1) focus group involves homogeneous people in a social interaction; 
2) purpose of the focus groups is to collect qualitative data from a 

focused discussion; and 
3) focus groups are a qualitative approach to gathering information 

that is both inductive and naturalistic! 

Krueger. R,chard A Focus Groups: A "raclicat GUIde I,"\ppiled Research (USA Sage Pubilca""",. I '1XX I 
Krueger. Richard A. Ib,d. pp 47 
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C,ATA L Y If::l T If::l 

FO~ HEALTH 

P~OMOTION 

Your new role as a technical focal person 

or health promotion programme manager 

within a ministry of health must now be 

redefined. In a social mobilization effort. 

II t I til you must emerge as a ca a ys 
for change rather than as an implementor 

of a programme. 

As a catalyst for change, you must act 

as a mobilizer of gatekeepers. You must 

facilitate the social mobilization effort by 

identifying strategic partners and 

providing them w ith relevant and timely 

information . Your role is to build bridges, 

and nurture strategic partnerships with 

key people who can make things happen 

in society. 
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THE INTE~NAL TEAM: 

YOu~ ~UPPO~ T ~Y~TEM 
A health promotion catalyst cannot 
work alone. To start a social 
mobilization effort, you will need a 
team. 

Since a team involves people, more 
people involved means more 
resources, ideas and energy to use in 
achieving goals. In other words, a 
team composed of several individuals 
who agree to work for the common 
good can achieve and do more than 
one individual ever can. 

Forming a team also provides a 
mechanism for facilitating involvement 
of other people coming from different 
sectors through personal contacts who 
may be drawn towards your plans by 
their desire to do something for the 
common good. 

People collaborating for the common 
good will have a multiplier effect. New 
people with fresh perspectives and 

untapped energy for change are 
essential to a social mobilization 
effort. They too will bring with them an 
entire network of possible supporters 
or advocates who will contribute to 
the success of the endeavor. 

However, engaging too large a group 
from different sectors at the start may 
prove to be unmanageable. 

The logical step, therefore, is to first 
organize a small manageable group of 
like-minded people w ith in the 
organizat ion who can help develop and 
start up a social mobil ization strategy. 
This would constitute forming an 
internal team. 

The internal team serves as the 
primary locomotive of the social 
mobilization process. Choose team 
members who have strong leadership 
qualities but also have shown they can 
work well in a group. 
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Rank 01' seniority within the organization may be important but should not be the only 

criteria for selecting internal team members. It is not necessary that your team-mates 

are all "experts" in health promotion. In fact. it may be a good idea to have people who 

are not familiar with health promotion. so that you will always have the perspective of a 

lay person when you discuss issues and activities. Sometimes. when a group is made up 

of too many "experts". they tend to develop plans that are removed from the needs or 

understanding of the ordinary people they seek to serve. Often. a good team is 

composed of a mix of senior and junior personnel who are equally committed to health 

promotion. 

--

--------------------



C,N£C,KLIST F=OR. A 
N£AL TN PR.OMOTION 

C,NAMPION 

lye ~-:e this chec.kl.isU 
. Dtity a healtD-__ --

-_pcr.omotioD-.Champioll---

B Respem.ead -Ilin~tmhl9-e---
o~~nHifHy------------

Identified with positive 
activities/projects or 

-----"campaigns in the-paiS'str-ri--

B Known io be able to carry 

B Widely knovm to support-
---==---ja~c~t"'ivitiesfprojects and or 

campaigns for the 
common goo or IS 

SERVICE-MINDED. 

TN£ £X.T£R.NAL 
T£AM: 

IDENTlr=YING 
c-'HAMPION~ 

Once you have identified your 

internal team, the next step is to 

work with your team to try to 

identify personalities from 

outside of the health sector who 

could serve as health promotion 

champions. 

This would constitute your 

external team. 

The external team members may 

come from a cross-section of the 

community whose participation 

will have an impact on the 

behaviour of the public. You can 

begin to identify the key sectors 

that need to be mobilized, 

including local government 

officials, media, sports 

personalities, celebrities in 

entertainment or fashion, 

educators, business magnates 

and leaders of civic groups or 

private organizations. 
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Health promotion "champions" are 
individuals outside of the formal health 
sector who have demonstrated a natural 
interest in health promotion and are 
able to immediately take the lead 
among different stakeholders by 
mobilizing commun ities and ind ividuals 
to take action. These individuals are 
leaders in their own field, whom you 
must tap as strategic partners for 
health promotion. 

The role of the champion is to break 
barriers to health promotion by linking 
health outcomes to social outcomes. 
They will help create perceptions and 
shape public opinion to equate health 
promotion action with social goals 
actively linking health promotion to 
good governance, corporate 
responsibility, susta inable development, 
education for all, economic growth and 
other values upon wh ich society places 
a high premium. 

They will speak out on health promotion 
in relation to education , trade, 
economics , finance, governance and 
other health -related areas. In the 
process they will acquire ownership of 
health programmes and inspire others 
to do the same. They will take health 
promotion outside of the arena of the 
health sector and into the arena of 
public debate where the issue will be 
how health promotion can be scaled up 
to achieve strategic coverage with 
benefits that would accrue to entire 
populations. 
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While catalysts and champions for 
health promotion must exert influence on the 
environment, conscious efforts must be 
undertaken to strengthen health promotion 
as a technical discipline and to integrate it 
into broad health initiatives, such as health 
systems development and health sector 
reform. The coaches for health promotion 
must act, therefore, as weather bureaus 
who can track and monitor trends in the 
environment and provide catalysts and 
champions with insight on the impact of 
their work in relation to the changing 
context. 

WHO Country Offices, international 
partners and academic institutions can 
contribute to this process as coaches for 
health promotion. The role of the coaches 
would be to strengthen health promotion by 
integrating and linking it into other technical 
areas and to provide technical support for 
developing strategies and tactical alliances 
for catalysts and champions through 
local, national, regional and international 
networking and collaboration. 

Krueger. RlcharJ \ ~'OL'S (Iilllip . \ Pmct!cal (,uiu\! for \pplied Re:-.eardl (l'S \ Sage Publication" Il)XX} 
l\.megef. Rlchard.\ I/:'Iid. pl"..t 



Strategic partnerships are critical to the success 

of social mobilization. They can provide the energy, 

resources and credibility that one organization alone may not 

possess. 

Partnerships for health promotion among government agencies and 

the private sector and other stakeholders in the community are not 

always easy to initiate or sustain. 

Initiating and sustaining partnerships with health promotion 

champions entails time, effort and patience. It may seem that 

there are specific types of individuals who intuitively know how to 

develop and sustain partnerships and others who are less equipped 

to do so. 



You can sharpen your skills in initiating and sustaining partnerships by watching how 
others do it and by interacting more with "political actors" who are at ease with working at 
intersectorallevels. It may help to keep the following in mind: 

1 Stay focused on common 
points of interest. 
Every organization has its goals and 

objectives. At some points these will converge 
with those of your partners. At some points 
these may diverge and may, in fact, be in 
conflict. Finding ten reasons why a 
partnership will not work is easy. Finding the 
one reason why it should work may take a little 
more time, but is all you need to get a 
partnership going. Once you have that one 
reason, communicate this to your potential 
partner. Refer to it everytime a conflict arises. 
Remind yourself and your partner of what 
brought you together in the first place. 

q. listen to the suggestions 
of others. 
Partners may hold views and 

perspectives that are contrary to your 
own. While you may be initially 
convinced that your perspective is 
better, it will be more helpful to learn 
how to listen first and reflect on what a 
partner says than to comment 
immediately and close the door on 
opportunities to improve. 

2 Keep your organizational 
problems to yourself. 
Others may not know about 

your organization and its problems and 
may not be interested in knowing 
about these in relation to the work at 
hand. Refrain from dragging others 
into issues and problems that do not 
concern them. 

Be receptive to initiatives 
of your partners that may 

not be part of your agenda. 
Partnership is a two-way street. If you 
are able to engage a partner in your 
agenda, you must be willing to engage 
in theirs to the extent that it is 
consistent with your own. Partners will 
respect you if you show that you take 
but also know how to give. 



O~GANl2.ATI0NAL MttTING~ 
v.JITH ~T~ATtGIC, PA~TNE~S 

THE O~/ENTATION 
MEETING 

The orientation meeting should 
not be solely focused on 
providing your strategic partners 
with technical information. Your 
primary agenda should be to 
personally get to know your 
partners and "tune-in" to their 
way of thinking. Make sure it is 
held at a time when everyone is 
available. Conduct the session in 
a relaxed and informal setting. 
Make sure that everyone has 
enough time to include this 
meeting in their schedule. 

Use this checklist before 
calling for a meeting. 

Checklist for the YES NO 
organizational meeting 

Everyone is available 

Place is accessible 

Environment is relaxing, cozy 

Two weeks notice at least 



During the orientation meeting. provide a five to 1 O-minute briefing 
that presents in a concise manner the goals and objectives of the 

social mobilization effort. Try to elicit their thoughts on how these may be 
achieved. Use large graphics in Power Point. transparencies or paper with 
less than ten words per template. 
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BE REALISTIC IN TASKING 

Do not assign tasks outside the areas of competence of your health promotion champions. Do 
not set expectations that cannot be met or tasks that are not feasible. If tasks or expectations 
are not met. refrain from discussing this in the absence of the person involved. Careless 
comments can create divisiveness and destroy your mobilization efforts. 

GO FOR SHORT-TERM SUCCESS STORIES 

!nn .. rni+M,Dr.+ of your team members is built over a period of 

time. It will help if you can involve your health promotion 

champions in a series of successful short-term activities 

instead of asking them to make several years of commitments. 

Before you know it. your partnerships will have evolved to a level where trust 

and respect is automatic and you can rely on each other for support in a 

variety of health promotion activities even without making commitments. 



LOOKING FOR A GROUP THAT CAN ACT 
A9 A POLITICAL MOBILIZER 
A hybrid type of partnership may turn out to be more effective than a rigid 
one. Sometimes through careful nurturing of partnerships, a relationship 
between organizations can evolve that can really make a difference in 

advocacy and social mobilization. 

D 
D 
D 
D 
D 
D 

D 
D 
D 

Use this checklist to assess the 
characteristics of a political mobilizer: 

Multi-sectoral in nature 

Supported and recognized but not under the 
government 

Recognized as having an extensive personal and 
informal network and connections with political leaders 

Strong in its capacity to communicate using media 

With high integrity and public credibility 

Known for its scientific and objective orientation and 
able to present facts and figures that are difficult to 
refute 

Value-oriented rather than cause-oriented 

Easily identified by the private sector as an ally 

Perceived to be composed of bold leaders who will 
uphold the good of the public at all costs 
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Participatory planning can be an effective tool 

to build consensus and agree on a unified 

course of action. After conducting a situational 

analysis and crafting a strategy, the next step 

is to develop a plan. 



minimize. 

The situational analysis is your starting point. The plan 
is the map that will help you find your way to your 
destination. 

The planning process helps define goals and objectives. 
targets. key performance indicators. tasking and 
deadlines. 

Remember. getting to where you want to go may 
involve different routes. There may be several ways to 
get to the same destination. Your plan should get you 
there in the shortest possible time. with the least 
amount of resources. 

GOOD PLANNING :'TAfZ..T:' 
wITH PfZ..E:-PLANNING 

The planning process should involve all the 
members of your internal and external team. 

However. it would be wise to hold a separate 
pre-planning session with the internal team to 
draw up an outline of the plan that can be 
completed during the actual planning session . 

• 



c..OMPONENT~ 
OF= THE PLAN 
There are many formats for plans and you 
can be creative in developing one that will 
meet your needs. Usually. templates for 
plans include these basic components: 

• Goal 
• Objectives 
• Strategies 
• Activities 
• Tasks and responsible 

persons 
• Resource requirements 

Ibudgets 
• Dates for 

implementation 
• Key performance indicators 

(KPls) 

GO TO YOUR P N 
MEETING PREPARED 

Tools that should be prepared at the pre-planning 
session: 
• Final Situational Anal~sis encapsulated in a 10-20 

minute presentation. 
• Hand-outs containing relevant information/data for 

distribution among external team members for 
reference. 

• An outline of the plan. or a matrix that summarizes 
ke~ points so that the discussion during planning 
session can immediatel~ be organized in a cohesive 
and simplified format. 

limit planning workshops to a maximum of a h8If-da~ 
session. Ensure that all external team members are 
available during the session by scheduling the workshop 
when most. if not all. are available. 



U~IN~ "OU~ PLAN 

Once you have developed a plan, watch out for 

instances when any of the components of your 

plan prove inapplicable to the current situation. 

THIS CALLS FOR FLEXIBILITY! 
In other words, adjust your plans. 

Assessment, monitoring and evaluation is 
usually the weakest component of a social 
mobilization plan, but it need not be the case. 
Good assessment, monitoring and evaluation 
starts with a good plan where the goals, 
objectives, strategies and tactics are clear. 

o 

It may be useful to agree from the start that 
assessment will take place immediately after an 
activity is implemented. Assessment need not 
be a formal activity, but can be done over 
coffee or a shared simple meal. It is important 
to discuss insights and lessons learned 
immediately after an activity, while ideas on 
how to improve things are still fresh. 

Whether your plans involve a single activity or 
simultaneous events, make sure to set targets 
that can be measured, or Key Performance 
Indicators (KPls). 

KPls serve as benchmarks for the team to 
gauge victories or successes and failures or 
weaknesses in the plan. 



L-

IND/~FrrOI<..S Of= SU~~ESS 
In a social mobil ization effort, you can be creative about key performance indicators. 
Generally, the indicators you select could evolve around a few basic principles: 

The number of people you mobilize is not as important as 
getting the right people to take up the right issue. It is 
easy to gather a huge number of people to a meeting. 
but if they are not the ones who can make a difference, 

then the activity may be a waste of time. 

For example. if you need to mobilize parliamentarians to 
support legislation on tobacco control . your indicator for 
success would be the partiCipation of the parliamentarians 
themselves. and not just members of their staff. If you 
organize such an event for 50 people. and 50 people attend. 
but not one of them is a parliamentarian. then the objectives 
will not be reached. 

Sometimes, getting the right people together means 
going out of your way to engage a potential partner. This 
takes time. perseverance and patience. Generally. 
people do not like to be called upon only when you need 
something. So if you are planning to engage 
parliamentarians over a long period of time. you may 
need to initiate and sustain contact even when you don't 
have an activity in mind. In fact. you may just want to be 
visible and accessible so that your poten tial partner is 
familiar with your work and is comfortable talking with 
you. 

A personal phone call. a visit . a handwritten note can 
spell the difference between having the right people on 
your side. After the event. a simple "thank you' card will 
reinforce your partnership. 

9 PartiCipants ask questions and r~~ 
make personal disclosures. r ":-':: 

There are no hard and fast rules on assessing how 
effectively you have framed your message or developed 
interest in what you have to say. Sometimes having a lot 
of questions from the audience may give you a false 
notion that people are interested. when in fact they may 
be trying to be polite. or they just want to ask questions 
for the sake of asking questions. 

However. if you have participants who start making 
disclosures or start talking about their own experiences 
in life. then you will know that you have ' framed" your 
message properly and that you have stimulated others to 
critically reflect on what the issues really are. 

For example. if you are mobilizing nurses to participate in a 
domestic violence prevention campaign and some participants 
start talking publicly about someone in their family who is 
abused. then you know that the right people have come to 
your meeting and that you have framed your message properly 
and gone beyond a level where they are simply processing 
information to a level where they are reflecting on their own 
values. 

Once the right people are gathered for the right issue, 
the next challenge is to frame the message so that what 
is "heard" by your audience is consistent w ith what they 
value and what is important to them. 

"Framing" of issues takes practice. It is not enough for 
you to just tell people what is on your mind. Technical 
people have the tendency to lecture or rattle off facts 
and figures that are of no interest to potential partners. 
Most people are turned off by mobilizat ion efforts where 
the organizer assumes that your interests are the same. 
This may not always be the case , and it is your 
responsibility to point out how your interests converge. 

You may need to stop and think about what is on their 
minds and to see how you can adapt what you have to 
say with what they would like to hear. Always keep in 
mind that no matter how remote your areas of work may 
be there will always be common ground where a 
partnership can evolve. 

For example, if you are mobiliZing local offiCials to support 
dewormlng campaigns In schools. do not start by saying that 
the situation IS so embarraSSing and that they should be 
ashamed of Ignoring thiS problem for decades. Start by saying 
that th iS project IS an opportunity for them to help the 
community that elected them to office. Start by saying that 
this campaign could help Improve the performance of school 
children. 

Always try to "test' how you frame your messages with 
your team. Ask them to imagine they are in the shoes of 
the group that you want to mobilize. Ask them what they 
would th ink of the way you have framed the message. 
Present them with alternative ways of framing the 
message and see which seems to work best . 

Try to look for non -verbal signs that your message has 
resonated with the audience. If your audience is restless 
and noisy. or people are distracted , then perhaps the 
message is not framed properly. If they are listening 
intently. nodding their heads and eager to ask questions , 
then it is likely that you have established their interest . 

• 

Nothing sounds sweeter than the immediate invi tation to 
conduct a follow-up activity after your first mobil ization 
encounter. It gets even better when the part icipants 
volunteer to organize the next event for you . When this 
happens you know that you have succeeded in engaging 
people to partiCipate and you are ready to scale·up. 



What is irnportant in 

establishing KPls is that 

these help achieve srna" 

victories. A string of srnall 

victories encourage 

sustained participation of 

tearn rnernbers in social 

rnobilization efforts instead 

of waiting for one big 

victory. Srnall victories 

serve as building blocks 

towards a stronger 

cornrnitrnent frorn your 

tearn and your 

stakeholders. 



A strategy is a broad approach to achieving one's 

objectives. Its end point is to achieve maximum impact with the 

least resources. Several strategies may be necessary to achieve a 

health promotion objective. It is important for you as a catalyst to 

understand strategies and tactics and to know when to use and 

develop each one. 

Strategies for health promotion should usually cover a long or 
medium term with a minimum duration of three to five years . Tactics 
on the other hand, are short-term detailed steps that will be used 
to support the strategy. 

Strategy development is based on major trends in social. political 
and cultural aspects of the environment. Tactics, on the other hand. 
are immediate interventions or responses to opportunities as they 
arise. 

As a catalyst. you will first need to consolidate all pertinent 
information that will provide the starting point for strategy 
development. This information should be summarized in a brief that 
"frames" the issues and clearly shows what action needs to be 
taken .ii 



EX.AMPLE~ OF ~T~ATEGIE~ 
AND TAe., Tle.,~ 

There are countless strategies and tactics that can be used to galvanize a 

large social mobilization effort for health promotion. Three strategies are 

presented with examples of tactics. 

STfZ..ATEG'I 1 - FORTRESS BUILDING 
One of the most common mistakes in social mobilization is to start in areas of weakness. This 
notion is inspired by the concept of "equity" and comes from the idea that you must start where 
the need is greatest. In social mobilization, the reverse is true. You must start where the 
capacity and potential is greatest and "roll -out" from a fortress of strength . The challenge is to 
immediately identify the "early adaptors" or partners who already are convinced and will not 
think twice about scaling up health promotion, and are ready to jump into action with little 
encouragement from your end. 

TAc.. TIc.. NO. , 

Training of Champions 
It has been said that champions are not born , but made. They evolve and sharpen their skills from 

constant exposure to real life situations that they use as opportunities to learn and develop a wide 

range of social connections that makes them sure winners. Do not think that the training of 

champions can be done in the classroom where "experts" will tell them what to do. Champions 

learn through observing and interacting with other champions. More importantly, champions learn 

by fighting. 

I , I 



TAC. TIC. NO. ~ 

Understudies: looking out for No. 2 
One of the first tasks of any leader in social mobilization is to identify who his or her successor 
will be. This is one way of ensuring that a social mobilization effort will be susta ined and not 
driven by the charisma of one person. Make sure that there are young. upcoming leaders with 
great potential waiting in the wings. Catalysts who are insecure will keep these young upstarts 
at bay and will waste the opportunity to develop their skills and talents. Wise catalysts will 
encourage them to be around and will utilize their energies to maximize the social mobilization 
effort. It is likely that their lack of experience will not allow them to take on lead positions in the 
beginning. but their early and constant exposure to champions is a way of ensuring leadership 
succession. 

TAC. TIC. NO. 2> 

SWAT teams 
When a special or highly technical task in advocacy or communication needs to be done. the 

decision of whether or not to util ize professionals or "do it ourselves" may become an issue. 

Everyone likes to think of himself or herself as a "communications expert." After all we are all 
consumers and users of messages from popular media. Everyone will have an opinion or idea 
on how best to frame a message or develop a campaign. But in reality. the field of 
communication is a technical and complex one. and individuals who work in communications will 
be quick to point out that developing messages and campaigns is not a matter of taste or 
common sense. In certain situations. therefore. it may be prudent to bring on board 
professionals who can track public perceptions and measure these quant itatively or to hire 
experienced creative artists and marketing experts to execute ideas for your target audiences. 



~r~ArEGY 11 - 90FTENING THE OPPONENT 
Once your position of strength has been established, it would be naive for you to think that 
everyone will support you. Instead, you must prepare and expect that there will be forces that 
will try to oppose or even block your social mobilization effort . No matter how noble your goals 
or intentions, in any social mobilization effort, there will be groups and sectors that will view 
your efforts as contrary to their interests. Thinking about how you can win them over or 
neutralize their efforts to stop you has to be part of the strategy. 

TAe.. TIe.. NO. 

Termites 
Deve l opln~J i1 broad network of piHtners ilild sl<lkeholders who can undertZlke simull<lIleous ilnd 
yet hig hly 10c<lllzed ilnd sltuiltlon-speciflc Intelvenllons IS one way of softening the opponent. It is 
eilSler to destroy il hl~lhly centri11lzed sOCli11 moblilliltion effort tlwn a hl~lhly loci1 lized one. HilVlng 
Zldvoci1tes <lnd 1ll0blllZel-s on the wound in every possible IOCi11lty is the Ideill SltuZltlon. OtherWise. 
Ident ify strilteglc ilreZlS where stmn~J 10Cili ilctlon C<l1l be est<lbllshed and work towards a spill-out' 
of chilrnplons from there. 

TAe.. TIe.. NO. ~ 

Parachuting versus 
carpet bombing 
When a crisis occurs and your social 
mobilization effort is under threat , you 
may choose to send in high profile 
experts or authorities to defend your 
work or saturate mass media and other 
channels of communication with your 
messages. Both tactics are effective 
but may be expensive. The best 
approach would be to avoid a crisis 
situation by being vigilant. 

~T~ATE6'1 III - SEIZING THE MOMENT 
In social mobilization, timing is everything. You may have the best ideas, the best materials, 
the best and brightest people and a lot of resources , but if you are unable to intervene at the 
right moment, all these may be wasted. Vig ilance, decisiveness and leadership are necessary 
for you to seize opportunities as they come. 
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TAc.. TIc.. NO. I 

Amplifiers 
There are always existing channels of communication that your messages can ride 

on. You do not need to start your own initiatives to get your messages across. There 

may be a highly rated radio show on cooking, where you can "insert" a five-minute 

discussion about nutrition without additional costs. If there is a national conference 

of midwives or nurses, then health promotion can be introduced as one of the topics 

for the conference. A celebrity newscaster may announce that he has decided to 

stop smoking. You may want him to say more about this by providing him with 

materials and encouraging him to say a little more on the next show. The last day of 

the harvest with its town parade and festivities may also be an opportunity to be 

visible. 

TAc.. TIC. NO. ~ 

Innoculation: dealing with negative information 
No social mobilization effort can be perfect. You will make mistakes. These mistakes 

could be in the form of people who will latch on to the effort for selfish reasons and 

whose integrity may be questioned, or public statements you have made that are 

based on inaccurate data fed to you. There may be budgetary or financial issues 

that someone would want to question. These are all expected once a social 

mobilization effort begins to succeed and attract attention. Dealing with negative 

information should be handled swiftly and honestly. The rule, however, is never to 

allow someone else to bring up negative information that you cannot deny. It is 

better that you bring it up yourself and let the public make their own conclusions 

about it. If you are transparent, it is likely that they will believe you. If you attempt 

to avoid telling the truth, they will instinctively see through this. If a mistake has 

been made, admit it. Don't wait for others to expose it. 

TAc... TIc... NO. ~ 

Web weaving 
Always try to link your efforts to "top-of-mind" issues of ordinary people. The public 

is usually interested in issues when they are related to problems that they face on a 

day to day basis: prices, jobs, peace and order. The lay audience is generally not 

interested in epidemiologic information or statistics on diseases. They are more 

likely to listen if you can relate your messages to what matters to them and what can 

improve the quality of their lives. 



I 
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HA2.A~D~ AND PITr=ALL~ 
IN THE SOC-/AL MO(S/L/2.ATIO N 
~OURN£Y 

Social mobilization is indeed an exciting process, but no matter 

how optimistic we are, it is important to be reminded that there are 

common hazards or pitfalls along the way. 

When these occur, they may seem like obstacles that are 

insurmountable. But health promotion catalysts should take 

comfort in the fact that others have encountered these same 

problems and have still emerged victorious. 



I-lAZ.A~DIPlrF=ALL NO. I: 

LEADERSHIP VACUUM IN YOUR INTERNAL TEAM 

When the leadership of any programme is monopolized by a single 

personality, trouble may not be far behind. The entire internal team is the 

locomotive of the social mobilization process. To enable the locomotive to 

move the rest of the train, it is important that it runs efficiently and 

continuously regardless of any situation that may be encountered along the 

journey. This may include "losing" some members of the locomotive 

including the driver through a personal emergency or sudden transfer to 

another assignment. 

? • 

Thus, it is incumbent upon every leader not just to identify and train his or 

her successor, but also to deepen the bench and make sure that any 

member of the team can take on a lead role if the situation calls for it. 

Mentoring can be achieved by encouraging maximum participation of all 

team members in the various facets of the social mobilization process, 

allowing them to initiate and carry through activities. It also happens by 

encouraging creativity, demanding accountability, and providing affirmation 

for tasks done well. 



HAz..A~D/PITFAL.L. NO. ~: 

III AM THE SUCCESSII SYNDROME 
A group may start out as a team, but when the smell of 

victory is near, its sweetness may intoxicate a leader. 

This pitfall is common in any successful endeavor where individuals push and shove to 

get the credit. The health promotion catalyst should be very cautious to avoid this 

hazard in the journey. This will surely kill the partnerships both with the internal and 

external team. 

One must always emphasize that a victory. small or big. gained in the entire process 

was due to the contribution of every individual in the team. Nobody can claim a 

monopoly in bringing about these victories. 

Mark Twain once remarked "Great things can happen 

when you don't care who gets the credit." 

The challenge is for health 

promotion catalysts to take 

it a step farther. BE 

MAGNANIMOUS and 

give the credit 

to others. 

You will be 

surprised at 

the positive 

returns this 

simple act generates. 
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HAZAf<.DIPITr=ALL NO. 2>: 

FUEL EMPTY 
Suddenly finding out that funds have run dry or are not available is a common 

obstacle to social mobilization. 

'

First. it is important to find ways to 
ensure that this does not happen. 

The situational analysis should include 
projections on total funding requirements, 
including potential sources of cash and 
non-cash contributions, that may be 
anticipated along the way. The plan 
should be realistic and feasible before it is 
implemented. If resources look limited 
then plans should be scaled down, with 
the intention of being able to scale up 
once additional resources come along. 

While identifying and creating your external 
team. it is vital that you are able to get 
health promotion champions who are known 
resource mobilizers from other fields of 
endeavor such as business. industry. trade. 
entertainment and media. These health 
promotion champions may be able to 
generate support through their own 
contacts and support systems. 

A. 

Second. if it is does happen. plans 
should be put in place to deal with 
a contingency situation. Some 
op+ions would be +0: 

LOOK FOtl.. "f3,tl../D~E' 

FUNDIN~" - an amount of funds that 
would allow the social mobilization process to 
continue at the same level for an interim 
period during which time, the financial crisis 
should be resolved; 

~. E' NTE'~ A ME'~~E'~ - or 

join-up with another similar effort with the 
same or like objectives; 

c,. ~c"ALE' DOWN - or decelerate 

mobilization activities, staff time and other 
expenditures; and 

D. ~c"ALE' LOC"ALL" - or convert 

specific activities into highly localized 
initiatives that require less funding support. 

Il.... Third. if no additional resources are 
..:;;J forthcoming. then a decision should 

be made to drop the plan and start 
again when new resources come on 
board. 





Conclusion 
TI-lE POWEi<.. or: ONE 

Social mobilization is a critical 

component of health promotion. A 

good social mobilization plan with carefully 

thought-out strategies and tactics form the 

heart of engaging strategic partners to assume 

leadership and ownership in health promotion. 

Developing leadership and communication skills 

to steer the social mobilization process does not 

happen overnight, but is built over a period of 

time with plenty of practice. 

Do not be afraid to try new things and work 

with new people. 

If you do not expand your boundaries, other 

sectors who do not have health at the top of 

their agenda will expand their boundaries and 

win over your potential strategic partners. By 

then, social mobilization will be too costly and 

time-consuming. 

Seize the opportunity when it 

anses. 

It only takes one catalyst to 

trigger the participation of many 

others. 

The moment is in your hands. 


