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INTRODUCTION

Mercy Corps helps people in the world’s toughest places turn the crises of natural disaster, poverty and
conflict into opportunities for progress. Driven by local needs and market conditions, our programs provide
communities with the tools and support they need to transform their own lives. Our worldwide team of 3,700
professionals is improving the lives of 14.5 millon people in more than 40 countries. In recognition that
community mobilization is integral to the success of lasting recovery and development program impacts,
Mercy Corps currently operates upwards of 50 projects with major community mobilization components in over
30 countries worth approximately $300 million dollars.

Communities in which Mercy Corps works have often been disempowered for decades due to chronic
poverty, bad governance, protracted conflict or instability. In other contexts, communities have recently
experienced a major shock that overturned social and economic systems and people find themselves in an
unfamiliar new reality. Involving community members in a way that promotes their ownership over decision-
making and builds the knowledge and skills to carry out those decisions is a complex task. Yet Mercy Corps’
experience leads us to believe that it is an essential component of supporting rapid recovery and lasting
change. Empowering people to be their own agents of change is the underlying goal of ‘community
mobilization.’

Mercy Corps believes that a community-led initiative is one that originates from and is managed by
community members. Mercy Corps, as the catalyst, is wholly accountable to that community in order to
achieve their vision. Community mobilization is the process of building community capacity to self-identify
priorities, resources, needs and solutions in such a way as to promote representative participation, good
governance, accountability and peaceful change.

From Afghanistan to Zimbabwe, and across sectors like health, natural resource management and
peacebuilding, Mercy Corps applies community mobilization approaches to facilitate the process of citizens
organizing for positive social change. Sustained mobilization takes place when communities remain active and
empowered after the program ends. Final evaluations from a decade of implementation experience and post-
program research help us understand the community-level transformation and what changes last.
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COMMUNITY MOBILIZATION VALUES

Community Mobilization Sector Goal

Community mobilization is the process of engaging communities to identify community priorities, resources,
needs and solutions in such a way as to promote representative participation, good governance,
accountability and peaceful change.

Participation

With community mobilization, participation is about meeting the interests of the whole community. When
every member of a community has the chance, directly or through representation, to participate in the design,
implementation and monitoring of community-level initiatives, there is a higher likelihood that the program
accurately reflects their real needs and interests. The approach takes into consideration the different
experiences, needs and capabilities of various groups in a community - women and men, youth and the
elderly, persons with disabilities and the able bodied, ethnic/religious/language minorities and majorities. Rather
than “passive participation,” we aim to inspire “self-mobilization”, where communities organize and take
initiative independent of any external actors.

Accountability

Accountability is most basically the process of sharing information about actions or intentions. Groups and
individuals in relationships, such as in communities, are accountable to each other when they honor their
commitment to communicate plans and are responsible for what they actually do. In community mobilization,
every community and all citizens have the right to know the procedures, decision-making processes and
financial flows of the programs Mercy Corps implements, as well as the specific community-led projects. Mercy
Corps and local partner organizations sign contracts, have open selection criteria and processes for projects,
and require documentation and tracking of all information to keep exchange of information open.
Transparency helps ensure that decisions that affect the community are made in a socially responsible way —
that particular groups, such as ethnic minorities or persons with disabilities, are not excluded from the benefits of
projects or activities.

Good Governance

Governance in general relates to the process of decision-making and how those decisions are
implemented. Accountability is an essential characteristic of good governance, where leaders are
accountable for their decisions to people affected by those decisions. When these processes are
institutionalized they become a system of government. Governance is good when it is accountable,
transparent, just, responsive and participatory. Good governance is a goal of community mobilization, plus a
condition for all development initiatives to be sustainable. In a country like Indonesia, established and
functioning government structures exist throughout the country. Long-term programs work with local
government or national agencies as full partners in all Mercy Corps-Indonesia mobilization programs. By
contrast, in Somalia, where there is not a functioning government presence in much of the country, Mercy
Corps works closely with local leaders acknowledged by the community for the role they play in decision-
making. Mobilization activities in these contexts can build the foundation for good governance.

Peaceful Change

By focusing on societies in transition, Mercy Corps is often working in conflict-affected contexts and those
undergoing significant socio-economic change. Community mobilization efforts must take conflict dynamics
and even positive tensions into account. Which projects can best build on connections across communities
instead of fuelling tensions? How does a project impact perceptions of disparity and access? What precautions
do we need to take? Dialogue and transparency promote a certain degree of confidence and reduce
friction. However, care must be taken to mitigate the potential negative impacts of all community mobilization
activities. These are the main points of the “Do No Harm” concept' and apply to all communities. It is Mercy
Corps’ responsibility to avoid the pitfalls of jealousy and competition over scarce resources within communities,
which can happen when aid or development opportunities are not carefully planned and communicated.

! Do No Harm: How aid can support peace - or war. By Mary Anderson. 1999.
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MERCY CORPS’S COMMUNITY MOBILIZATION APPROACH

Community Mobilization ensures that communities are in the driver’s seat of any change process. The
image below is of a flipchart drawn for a community mobilization activity in Ethiopia.
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The Benefits of a Mobilized Community

A number of Mercy Corps and external studies have shown that community mobilization can help meet the
challenges of societies in transition by changing attitudes, norms, practices and behaviors of individuals as well
as groups. As a result, communities are able to better assess their needs, identify options for addressing them,
prioritize, leverage resources and create solutions. Often such processes lead to structural changes within
communities, a critical transformation that supports lasting change. The diagram on the next page and the
chart below further illustrate this change process and some of the many long-term benefits of community
mobilization.

Community mobilization.... And the long-term benefits can be...

e Increases participatory decision-making processes by e Communities reduce their dependence on outside aid,
bringing diverse stakeholders into a common process as they become adept at identifying and solving their

e Expands inclusion of often marginalized populations, own problems
such as women, youth, persons with disabilities, the e Communities can better prepare for or respond to
elderly, and religious or ethnic minorities disasters and crises because they have relationships with

decision-makers and experience in quickly identifying

e Depends on local resources, both human and R
communal needs and priorities

material
o Fosters stronger relationships between local e Local governments gain greater credibility with their own

government, businesses, community members and constituencies and can better lobby national level
CBO/NGOs ' ' decision-makers because they are truly aware of local

) needs and have local support
e Ensures local ownership of development . ) .
e A more stable foundation for breaking cycles of inter-

e Promotes a more active and informed citizenry group tension and achieving lasting stability

The community mobilization methodology, which easily adapts to diverse local contexts, calls for
community elections of representatives to work with Mercy Corps and its partners in assessing needs and
responding to them through participatory project implementation and monitoring. Community mobilization
programs aim to move people across the spectrum of participation by engaging them in the leadership of the
overall program throughout its implementation and by strengthening their capacity and confidence to take on
increasing levels of responsibility with each new project.
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VISUALIZING OUR COMMUNITY MOBILIZATION APPROACH

Between start-up and handover, there are a number of components to community mobilization. The
diagram below illustrates the relationship among these components, which create an overall framework. Each
of the components can inform any program using mobilization methodology. The arrows represent the general
sequence of activities, with room for great variety in implementation given the objectives of programs and
priorities of communities. The spiral at the center indicates the multiple cycles of programming - from planning
to agreements to implementation, capacity building, and monitoring and then repositioning for the next cycle
and new community-led projects. The community plays an increasing role throughout the cycle with Mercy
Corps’ involvement eventually transitioning out.

Pre-positioning o
Finalizing Program Objectives

Setting Mobilization Objectives
9 Assessment & Planning

Woarkplan and Procedures Clarification
Initial Visits and Rapid Assessments

Establishing Project Scope

Participatory Appraisal

Target Area Selection
Introductory Community Meetings

Relationship Mapping
Community Profiles

Consensus Building Workshop
Project Selection and Village Plans

tructures & Agreements

Project Completion Celebration
Preparation for the Next Phase
Reconfirming Agreements
Expansion/Scaling-up

Formalizing Leadership Structures
Signing Agreements

Community Contribution

Mercy Corps Procedures and Policies

Co-

Capacity Indices
Self or Peer Monitoring
Networking

Cross-Visits

Community Competitions
Recording Learning

@ Leadership & Capacity Building

Demonstration
Training
Mentoring
Technical Assistance
Behavioral Change Framework
Awareness Campaigns

Exit Strategy
Maintenance Committee
Handover of Leadership

Plans for Post-program Evaluation
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Elements of the Framework

e Assessment - Getting to know potential communities, partners and the context begins before
communities are even selected through initial interviews and data gathering.

e Community Selection and Community Action Group Formation — Assessment findings help determine
with which communities programs will work. Through inclusive decision-making, communities select a
representative group or groups to guide project prioritization and lead implementation.

e Action Planning - An assessment of the current situation, brainstorming options and drafting the
implementation processes of potential community projects.

e Project Selection and Verification — At this phase the options prepared through the action planning
process are presented for selection by the larger community and documentation captures how
consensus was reached.

e Project Formulation and Contract Signing — Establishment of a Community Action Group facilitates
project preparation and responsibilities. Details are approved by program staff, contracts between all
partners are official, and documentation made available to the whole community.

e Project Implementation - Communities mobilize their own resources and lead implementation,
monitoring and evaluation. Over time, Mercy Corps material and organizational inputs decrease to the
point of full handover.

e Project Completion and Celebration — The Community Action Group seeks and receives completion
approval from the wider community and Mercy Corps, and an event is held to commemorate the
project.

e Repositioning or Preparation for the Next Phase — If Mercy Corps is continuing collaboration with a
community, reconfirmation agreements and new project plans are created and Community Action
Groups prepare to take on increased leadership.

e Handover — Mercy Corps works with Community Action Groups and other relevant actors to implement
the exit strategy, provides final support to Maintenance Committees and works with partners to plan for
post-program evaluation.

Leadership, capacity building, monitoring, documentation and learning occur throughout all phases.

LEVELS OF MOBILIZATION

Every community is different and so are their mobilization needs. Knowing where a community is starting from and
progressing toward is helpful for program staff to work appropriately with the community, while always challenging them to
take their leadership to the next level.

The matrix in the following table identifies seven levels of mobilization and includes some sample elements of a
mobilization program.? This diagram has evolved over several years and has been applied in many countries. Before every
mobilization stage or major activity, Mercy Corps assesses the progress of mobilization efforts and the evidence that
contributes to the assessment using this matrix or another process. From our initial analyses, we then check our conclusions
with the community and use them to inform upcoming activities or setting new targets with CAGs.

2 Originally created for Mercy Corps’ Georgia Field Study (2004) and adapted by Mercy Corps’ Eritrea (2006) and Indonesia offices (2009).
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APPLYING THE APPROACH — INDONESIA

Mobilizing Urban Communities

With over half of the global population living in cities for
the first time in human history, community mobilization in
urban settings is becoming an increasingly important issue
for Mercy Corps and our partners. The Indonesia team has
significant experience supporting community mobilization
in rural areas like Maluku and Aceh. In recent years the

Approach in Practice

Between 2004 and 2008, Mercy Corps implemented an
urban nutriton program in over 30 areas of Jakarta.
Community committees (CCs), with assistance from Mercy
Corps, created a unique capacity index to measure

progress of established CCs in target communities in five
different dimensions: operation, awareness, nutrition, water
and sanitation, and environment. Data was collected
systematically during the project period and plotted into a
“Spider Graph” that allows the communities to clearly see
their progress towards the index targets.

team has found success adapting those lessons to
programming in “urban villages” of Jakarta, one of the
largest and fastest growing cities in the world.

Community mobilization has long been an important
aspect of Mercy Corps’ behavior change programming in
Indonesia. In the case of a large urban nutrition program,
the approach was specifically used to increase diverse
participation and strengthen people’s sense of
community for collaboration on long-term development. e

Community Index Spider Graph

Mobilizing Urban Communities in Jakarta

Mercy Corps-Indonesia’s experience in rural and
urban programming suggests that sustained mobilization is
equally likely in cities as in villages. However, each setting \ , /
has its own challenges and opportunities regarding \ /\ 75— /
mobilization and behavior change. For example, o 100
understanding the roles and relationships among business,
government and civil society stakeholders in a community —@— Index Score
is important for any mobilization effort; it is more complex
in urban communities like those in Jakarta because there
are so many more stakeholder groups.

As the graph shows, there was a substantial increase in
overall performance. In less than four years, nearly 10,000
children benefited, over 11,000 adult community leaders
were trained and hundreds of peer groups channeled

One experienced mobilizer reflected that the ,
messages about behavior change activities.

community mobilization approach is quite straightforward
in places where community structures are relatively linear.
However, the layers of structure in urban areas - such as how neighborhoods or regions of a city have different
relationships to each other and the city government — makes mobilization much more complex. “In Jakarta this
method is creating confusion. There is a lot of formal community structure — so Mercy Corps’ committee adds to
confusion... [In order to avoid confusion] we have to carefuly map the community structures and then use
these structures as the working place. If the structures are not working, make a plan to make sure they are
working” and then work through those groups to implement.

Key Differences of Community Mobilization in Urban and Rural Settings

1. Identity and New Ideas: In rural vilages of Indonesia the sense of community unity and solidarity is strong
because their remote location and lack of attention from government have meant that they must cooperate
to meet people’s needs. However, concepts of participation and inclusion or the introduction of new processes
often take more time to communicate and absorb in rural areas. Urban communities in Indonesia, on the other
hand, are often more educated and more easily able to grasp new ideas, but lack identity as a collective unit.

2. Focus: Rural communities in Indonesia tend to mobilize a broad range of people from diverse professions
and backgrounds and from across a village. Projects address a range of different sector issues during the
mobilization project cycle. By contrast, urban communities in Indonesia initially tend to mobilize around an
institution, such as a school or a water user’s association, which may or may not affect as broad a range of
community members. However, the need to work with other institutions or groups in the community can
organically emerge (as in the profile below).
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3. Access to resources: Urban communities in Jakarta have greater access to cash, while rural communities
in Indonesia have greater access to materials and skilled labor. Urban populations are usually more easily able
to advocate and press both business and government to release resources for particular needs. However,
overall, rural communities are able to mobilize a greater total contribution, including labor, possibly because of
greater feelings of solidarity among community members.

Mobilizer Profile

Anna Manurung has served her North Jakarta community for 19 years as a midwife and community leader
"and for that long | never managed to find [a] solution on how to change children’s incorrect eating habits,
which has been a big problem for all of us here.” However, after Munurung attended a Mercy Corps-
organized seminar about a behavior change approach for improved nutrition, her frustration melted away. "l
was so sure that this program is the answer we’ve been looking for to solve to our problem.” Going home from
the seminar, she committed to mobilizing community members in her neighborhood to do projects.

Manurung’s community mobilizing skills led to excellent results. Not only did she succeed in mobilizing
people in her own neighborhood, she demonstrated the impact and convinced the head of her area in North
Jakarta to replicate it in other neighborhoods. Another part of Manurung's recipe for success is her
commitment to including local “thugs” and drivers, who call her bunda (mother). “I usually go to their hang out
places, make small talk and check out if they’re having any health problems... | advise them on how to keep
their health. Next time when | ask them for a sack of rice or cooking oil for [the project], they are more than
happy to help”.

To maintain the sustainability of the projects, Manurung recently started mobilizing kindergarten teachers.
“They are the crucial players in maintaining the replication we have made." Together the teachers and public
health workers identified the need to work with food vendors. “It’s difficult to tell people not to eat in food
stalls. What we can do is to teach the owners about healthy food and the impacts for the people,” Manurung
explains. Together these somewhat unlikely allies are successfully collaborating for the health of their
neighborhoods’ children.
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You must be the change
you wish to see in the world. MMercyCOrps

~ Gandhi Be the change




