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Introduction

This guideline provides support for the opening and closing stages of a mission or of a base.

It provides a general pattern and checklists to avoid omissions during these particular stages. The technical information for a precise topic has to be searched in the relevant procedures, guidelines or handbook of the Kit Log.

1 - Exploratory Mission

1.1 Objectives of an exploratory mission

Action Against Hunger organises an exploratory mission when suspecting a humanitarian crisis in a country or in a specific area. The initial information can come from internal sources, media, other organisations, institutional donors etc.

A coordination with the other headquarters is organised to decide which headquarter will conduct the exploratory mission. A common rule of Action Against Hunger is to have only one mission in a country. 

The exploratory mission has two objectives:

· Assess the humanitarian crisis and evaluate if Action Against Hunger can implement programs to help the populations 

· Collect all necessary information to prepare a possible mission opening

An exploratory mission can also be organised in two stages:

· A technical expert will go first to assess the humanitarian situation, the reasons of this situation and the geo-political context.

· If Action Against Hunger decides to open a mission a second team will prepare and open the mission.

1.2 Composition of the team

The team composition has to include competences in term of technical expertise and coordination. All members should be former expatriates or employees with a significant experience. The ideal team would include:

1. A coordinator, responsible to collect general information and to prepare an analysis of the humanitarian situation. The coordinator will have to give a first opinion on the opening or not of a mission.

2. A technical expert to precise the humanitarian needs and see what Action Against Hunger could do. In an emergency situation several experts for (nutrition, watsan and food security) can compose the evaluation mission.

3. Logistician - Administrator, responsible to support the other terms members, to collect all information regarding Logistic and Administration. The Logistician will have to give his/her opinion on the feasibility and on the timing proposed for a possible opening.

Each member of the team has to prepare a checklist of the necessary information to collect before the departure. In term of logistic and administration the template of the report provided by the Kit Log V2.0 can also be used as a checklist.

The duration of an exploratory mission is usually between 10 and 15 days.

One desk officer in the Headquarters will supervise the evaluation mission

1.3 Authorisation

Action Against Hunger has to decide if the Embassy of the country will be officially informed of the exploratory mission or if only the minimal procedure will be done.

To have an official green light and an approved Mission order by the Embassy can highly facilitate the evaluation mission

Unlike wise, if Action Against Hunger decides to conduct an exploratory mission in a context where the official authorities deny the crisis or the humanitarian needs, it’s judicious to only proceed with the minimal requirements.

1.4 Equipment and materials

The team has to be practical and collect minimal information before the departure to have an overview of the context:

· It would be pointless and even problematic to arrive in Moscow international airport in 2005 wearing a helmet, a ballistic jacket and with and portative HF radio while the plane is crowed with tourists.

· It would be wise to take a light generator, a satellite phone, sleeping bags, tents, individual food rations, and to rent two good 4x4 vehicles to conduct an assessment in a isolated area of the Democratic Republic of Congo.

The following paragraphs are not checklists of what to take for an evaluation mission, but some advises:

Vehicles

· Two reliable vehicles 4x4 with:

· Enough fuel (16l per 100 km plus a security reserve of 25 litres per vehicle)

· Oils, fluids and toolbox

· Spare wheels

· Winch or at least ropes

· First Aid Kit

· Set of map of the area

Experienced drivers will led these vehicles. The drivers have to be able to speak the local language of the destination if there is one. Otherwise an interpreter will be needed. 

The drivers must also have good competences in mechanics.

Communication 

· Communication with headquarters: a satellite telephone

· Communication with other Action Against Hunger missions in the area: HF radio if authorised by the country.

· A perfect solution could be that a surrounding mission loan a fully equipped vehicle.

Security

The exploratory team is not entitled to take disproportionate risks during the mission. The mission may have to use an official escort or to move with local authorities to be able to travel.

If the mission is conducted in a violent environment it may be necessary to use:

· Helmet

· Ballistic jacket

· Armoured vehicles

· Visibility items (Stickers, flags, tee shirts)

Administrative documents

· Passports with visa

· Mission order for each team member

· Action Against Hunger ID card

· SOS insurance card

· Vaccination booklet

· Cash and Credit Card

· Receipt book (for expenses)

· Contact list of Embassies, IO and NGO in the country or area

Office equipment:

· Laptop computer and printer

· Letter headed paper

· Action Against Hunger stamp

Miscellaneous

If the evaluation is in a remote and isolated area the mission has to be autonomous:

· Tent

· Sleeping bags and mosquito net

· Light generator (1 KVA)

· Kitchen set (stove, plates, forks)

· Flashlights, candles matches

· Water purification tablets, water filter or mineral water

· Food items

1.5 During the exploratory mission

Once in the area the coordinator has to update if needed the planning.

The coordinator must have daily communications with the desk in the Headquarters or the Head of Mission in case of an evaluation internal to a mission.

When Action Against Hunger is organising an exploratory mission, no decision has been taken yet, therefore the members of the mission have to be very careful to not promise or let understand that programs will be implemented.

The quality of the information gathered during the exploratory mission will condition the opening phase of the mission. Incomplete or false information can conduct Action Against Hunger to inappropriate decisions that will impact the implementation of activities.

2 - Opening of a mission

Physical opening and closure of a mission (or a base) are periods where the Logistic and the Administrative departments have to concentrate on the structure. The support they are able to provide to the technical departments is restricted, therefore the planning and coordination of these stages is crucial.

2.1 Kits

The logistician can prepare kits or order them to Action Against Hunger Headquarters.

The objective of a kit is to assemble what will always be necessary to a base prior to the opening.

The kits will provide the minimal materials while the logistician can work on other tasks.

Kits can be prepared at least for:

· Stationery equipment

· Data processing (according to the base 2,3 laptops)

· Office rehabilitation

· Guesthouse materials

2.2 Timing

A minimum of 20 days has to be considered before having an operational base. Rental of facilities, recruitment and training of employees, communication and IT set up, vehicle organisation, arrival of supplies and basic environment knowledge are time consuming. 

This period has to be integrated by the technical departments when planning the activities.

A balance has to be found between the establishment of the structure and the support to the programs.

In a crisis situations Action Against Hunger has to be operational very quickly, an additional log-admin support has to be considered to implement a solid log-admin structure while the normal team will immediately concentrate on the emergency.

In the case of a mission opening, the opening phase is crucial and will condition the future of the mission. Administrative consideration should not be underestimated:

· Legal status of Action Against Hunger
· Tax registration and exception

· Advises of a lawyer to immediately use valid contracts.

2.3 Human Resources

When available experienced Human Resources, national or expatriate have to be allocated to the opening phase.

2.4 Office and guesthouse

Before prospecting the surroundings the logistician has to determine the technical specifications of the building or compound. A list defining at least the following criteria is prepared:

· General status of the building

(Avoid ruins that will be a nightmare to upgrade and maintain)

· Basement for shelter

· Number of rooms 

(At least: one bedroom per expatriate, one office per department + meeting room)

· Parking space for vehicle 

· Public services: telephone, internet, electricity, water, gas

· Presence of a generator room

· Location within the town

· Fencing

The logistician can find valuable information and advises:

· Security management guidelines

· Procurement and freight handbook

The use of an agent or local contact can be an appropriate option as they usually know the available premises. The logistician should enquire and make clear the payment modalities before contracting the agent. 

A simple advise: 
It’s wiser to have oversize guesthouse and office and to change to the optimal size when the volume of work is quiet than to rent a small office and then to move again while activities are increasing.

2.5 Archive room

Action Against Hunger recurrent weakness is the lack of capitalisation and history keeping.

When establishing a base or mission a specific area has to be dedicated to the archiving:

The minimum a mission has to keep is: the copy of invoices, the procurement procedures and storekeeping documents, survey and register from the technical departments.

Archiving has to be organised, it’s pointless to amass documents without an indication of the content. 

Action Against Hunger doesn’t need a complex archiving reference system, few indications such as:

· Mission

· Base

· Department

· Content

· Period covered

are enough.

The secretary of the mission is usually responsible of the archiving. The departments will hand over the files or boxes to her/him and she/he will organise the reference and transport to the storage place.

3 - Closure of a mission

The closure of a mission (or a base) is a difficult task. Closure means the ending of programs and the termination of contract of employment. This task has to be conducted with extra care; to not be enough cautious can bring further complications:

· The legal and moral responsibility of Action Against Hunger doesn’t stop with the closure of a base or mission. A contract terminated without respect of articles, payment of indemnities or respect of notice can turn into a legal issue. 

· To not archive correctly the administrative and logistic documents will have financial consequences in case of an audit. Some institutional donors can audit Action Against Hunger funding more than a year after the end of the contract.

· A poor conduct of Action Against Hunger will have a negative impact on the whole humanitarian community.

3.1 Timing

The ideal closure timing is simple in theory, all program and activities should terminate at least two weeks before the closing date of a base and five weeks before the closure of a mission.

This period procure enough time to pay and terminate all contracts related to the programs and to the support. This period without activity makes possible the organisation of freights and the detection of possible problems.

3.2 Communication

As soon as the timing for the closure is decided the Head of Mission has to plan the information of:

· The national employees

· The donors

· The authorities

· The partners

The Head of Mission has to coordinate the announcement with the Logistics Coordinator and the Administrator as most of the contracts include a notice period.

In some countries the period following the official announcement of the closing can be difficult, it may be necessary to take additional security measure regarding Action Against Hunger stock and properties

3.3 Human Resources

Once the official announcements are done the Head of Mission can leave, if there are no activities a logistician and the Administrator are sufficient to close down a mission. When all contracts are over and payments done only person is enough for the last details.

Human Resources

Action Against Hunger can provide a last assistance to the employees by preparing certificate of employment and letter of references (or recommendation)

Note that a letter of references is never compulsory, only meriting employees deserve it.

The certificate of employment is compulsory in many countries. This document is only for employees having a contract of employment with Action Against Hunger. Therefore, daily workers or subcontracted workers won’t have a certificate of employment.

These documents have to be precise. Action Against Hunger doesn’t produce complaisance documents or documents mentioning false data. 

Example: 
If a person was working as “a rented’ driver, the letter of reference (if any) should mention explicitly that the person was working via a contractor and this person can’t have a certificate of employment.

3.4 Administration

The Administrator has to prepare a detailed checklist. The major points are:

Human Resources:

· End of contract notice

· End of contract documentation

· Final payment

Financial
· Daily update on contract and upcoming payments

· All invoices have to be sent to the Headquarters

· The final month invoices will go back with the last expatriate

Treasury

· Closure of the bank accounts

· Closure of all cashboxes except

· Main cashbox USD or EURO

· Advance cashbox local currency and USD/EUR

3.5 Equipments and stocks

If stock reports and equipment list are updated and accurate the logistician should be able to separate the equipment and articles bought on donor budgets and the ones bought on Action Against Hunger funds. 

Stock

· Stock bought on donors budget have to be donated to institutions or beneficiaries in accordance with the objectives of the contract they were purchased on. It has to be mentioned that the stock shouldn’t be consequent if the management is correct.  In case of a important stock the logistician has to request the written agreement of the local representative of the donor.

· The logistician will have to prepare gift certificates for these products.

· Stock bought on Action Against Hunger funds and materials from the inventory list can be transferred to other organisations or beneficiaries upon the decision of the Head of Mission.

Equipment
· The same distinction has to be done regarding equipments: Action Against Hunger or donor. Equipments bought on donors’ funds are the property of the donors; it’s normally necessary to get their agreement regarding the use of the assets.

· Usually communication equipment, laptops, (laser) printers and other valuable light equipments are taken back to the Headquarters for checking and reallocation on other missions.

· Vehicles are sold or transfer locally. If a vehicle is still in a excellent conditions it can be transfer to another mission. The logistician has to check the exportation procedures and it’s preferable to contract a clearing agent to proceed this operations. 

When selling or transferring equipments, and particularly vehicles, the logistician has to remove all Action Against Hunger signs and visibility items.


