Humanitarian Expeditions:  Purpose, Pros and Cons, Keys to Success

Balancing expeditions with on-going community development presents some complex challenges to NGOs.  This discussion is designed to explore issues, resources, "do's and don'ts" and strategies for effective expeditions that meet the goals of the local people as well as the organization. Possible outcomes:  changing hearts and perspectives, committing donors, community mobilization and hope, providing training, implementing projects.
PROS







CONS

	· Perspective changing for both sides
· Having foreigners motivated local people to build faster, even though foreigners didn’t know how to build.

· Hope – people said presence of foreigners helped them know they were known and not forgotten.

· How does donor’s experience help them to reinvest?

· Those people you help,actually help you

· Two-way learning (medical doctor asked and learned cultural approaches)

· Go to be in the world – sit and observe vs. being obsessed with giving stuff.

· Sustainability

	· Travel logistics are time consuming
· Lots of money for expeditions – cost benefit it is better to give them money directly.  Thousands for expedition, hundreds for local development

· Inappropriate intervention

· Balance – help you or help them?

· Sustainability?


Notes:  
· Don’t’ usually go back to the same place multiple times

· Expeditions are not meant to be sustainable.  High energy, catalyst – promote hope and encouragement

· Argument for going back to a place to provide continuity. 

· Engage Now works with a cluster of villages in an area – Expeditions go to a different village each time, but leaders can follow-up with previous villages to check on continuity and sustainability of previous work

· Almost all humanitarian expeditions in Utah were started by Tim Evans.

· Development Tourism – other groups across the country are doing similar things.

· Part of the purpose of an expedition experience is to learn that your likes and dislikes don’t matter.  Just do the work.

Question:  All One People is planning their first expedition for next summer.  They are thinking about sending one person to stay the whole summer and then send groups of 4-5 people to stay for 2 weeks.  They are setting up a Community Learning Center and getting classes going.  What advice from the group?

Suggestions:    All One People’s plan looks more like an internship program.  
· Expeditions are usually one week – five full working days, five nights on the ground.  Expeditions usually have between 15 and 30 people.  They focus on concrete activities and cross-cultural sharing. 

·  Internships vary – 6 – 8 weeks or longer.  Individuals or small groups of people who work on training and technical assistance.  With interns, it usually takes 4 weeks to learn and 2 weeks to get something done.  Interns can also go for a semester or a year.
· Long Term Community Development is usually done by local staff who live and work in the community full time.

· Organizations need to identify who they are targeting and what they want to get done.  
KEYS TO SUCCESS

PHASE I:  FEASIBILITY

A.  CRITERIA:  mission fit, need, request, initiative, continuity, sustainability

· Respond to request from the local people – things they’ve asked for more than once indicate they really want it.
· Do you have the right people – match the skills of the people you recruit for the expeditions with the request from the local people.

· Take into consideration safety, logistics, distance from the airport, affordability

· Balancing expertise of the group with the local people and what they can do for themselves.

· Engage now has criteria for communicating with local staff about what kind of places they are looking for to take an expedition group – their definition of what poverty looks like, four hours from the airport, etc.

B.  OBJECTIVES:  prioritized and achievable

· Define your boundaries

C.  RESOURCES:  in-country facilitators, qualified leaders, participants, materials, money

· Don’t think of expedition participants as donors.  Don’t give special treatment to big money folks.  They are all there to do the work and to interact with the local people
PHASE II:   PREPARATION

A.  REFINED PLAN & BUDGET: roles and responsibilities, financial controls

· Make sure that people on the ground know the budget and the importance of receipts.
· Make a uniform format for everyone
· Don’t assume that they know how to do Excel – give them a simple paper format to fill out
B.  LOGISTICS:  travel, accommodations, kitchen, dining, food & water, sleeping, bathing, crowd control, security

· Don’t underestimate how big this is to manage 30 people in a village.
· Crowd control is a big issue.   The expedition group attracts many curious people
C.  COMMUNITY PREPARATION:  mission and objectives, expectations, organization, project advance work, materials 

· South American Directors say yes or no on whether something goes.  
· It is O.K. to say no.

· Make contracts for local people that clearly state their job description and the amount of their payment

· Memorandum of Understanding – clear list of roles and responsibility

· If you are going to LDS areas and planning on attending church services – take appropriate clothing 
D.  VOLUNTEER PREPARATION:  physical, intellectual and emotional, expectations, cultural sensitivity, insurance, immunizations, packing, release forms, team assignments

· Under promise and Over deliver
· Engage Now creates a complete manual for volunteers with instructions and legal release forms.  (legal release froms are critical) 
· 20 Question Survey for volunteers about their expedition.
· Prepare people emotionally, give them examples of things that can go wrong.  
· Pretraining Meetings are essential – at least three monthly meetings.  Structure the meetings with the payment plans.  Chasqui does two preparation meetings and a packing meeting

· Cross Cultural training

· Video or audiotape the preparation meetings and send them to out-of-state folks joining the expedition.
PHASE III:  EXECUTION:

A.  EXPECT THE UNEXPECTED:  projects are theirs not ours, roll with it, enjoy it, Plan B, C, D

· Management of Expectation
· Give people a schedule what you plan to do each day.  Get people up and going
· Know the local time  (e.g. in Ethiopia – 1:00 is sunrise)
· Make a plan, but be prepared for the plan to fall apart.
B.  COMMUNICATION:  evening meetings, experiences, challenges, suggestions, morning check in, team plans, needs

· Transfer of leadership to the in-country facilitator
· Don’t do too much analyzing with the expedition group or people will try to change the expedition in the middle
· Don’t personalize things, just do what needs to be done.
· Cell phones are great in Latin America
C.  SAFETY AND SANITY:  health and safety continually, pace, group & personal limits   

· Don’t try to do everything on the cheap
PHASE IV:  FOLLOW UP:

A.  GRATITUDE:  thank participants, invite them to stay involved

· Expedition group should feel like a family when it is over – indicator that they became unified in their interaction with the community.
B.  DOCUMENT:  successes, lessons learned, written reports, surveys to improve

· Assign scribes for the group to write stories
· Hold a reunion after 30 days and invite everyone to bring their stories and pictures
· Use survey questionnaires (send 2 – 3 weeks later when they’ve come down from their high and you will get better feedback)
C.  UPDATE, SUSTAIN, RESULTS:  reports on project progress from and to community, from and to participants

· Monthly e-mails.  Keep past volunteers informed of the project follow-up

· Calling trees work better than e-mails for many volunteers.

· Feedback and follow-up from the village should be done by local staff.  Do a site survey, send someone down to take pictures and talk to people

Summary and Comparison between Expeditions and Internships

	Expeditions
	Internships

	· One week

· Do good – give service  (do we know what is good?  What do we share?  Stuff?

· Emphasis on volunteer:  it is a consciousness-raising experience for the volunteer

· Be humble and learn from the local people

· Catalyst – fun event for villagers, intercultural exchange

· A tangible product – well, garden, school, etc

· More relief oriented, working on the ground

· Interaction with villagers 

· A number of things are going on so that all 30 people are engaged and interacting with local people in various ways.

· Interactions with the villagers happen during the down time – while people are waiting for materials to arrive, lunch breaks, etc

· Musicians, talent shows, dancing, optional evening activities, working side-by-side.

· Mending provides a nice opportunity to interact with people (bring small sewing kits – almost no needles and thread in many villages.)
	· 6 – 8 weeks or longer
· volunteer’s experience is still important, but there is much more emphasis on the needs of the local people.

· More long-term training oriented

· Focus on building, assisting and strengthening organizational capacity

· Volunteers need language capability

· Volunteers need to be self-sufficient

Long Term Development depends on local staff in both cases




