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[bookmark: _Toc67318872][bookmark: _Toc104552151]What is a developing mission?

A developing mission is a way for people to grow their competencies by following and working closely together with a person who is more experienced in that competency. The developing missions were previously called shadow missions. The length of the developing mission depends on the position, the level, and the learning goals. 
For example, if you are on a developing mission as an Operations Manager, you would deploy together with someone more experienced in that role, sit in on meetings, take responsibility for smaller tasks, and learn on the job. All this helps you understand what it means to be an Operations Manager and pick up the competencies that you will need to be successful in that position.

[bookmark: _Toc67318873][bookmark: _Toc104552152]Who is who and what does what mean?

Developing person: the person who is less experienced in this role and is on a learning mission. E.g.: Developing Operations Manager or De-OpsManager for short.
Mentor: the person who is mentoring the less experienced person and is deployed in the same role profile
Developing mission: a mission where a person is deployed to learn about a role and operations

[bookmark: _Toc67318874][bookmark: _Toc104552153]What is in it for you in a developing mission?

As a sending national society, this is a great way to avoid the “catch 22 of deployment experience”: in order for someone to deploy they would need experience, but they would need a deployment to get experience.  
“We have very experienced delegates, and we have the ones who are in the process of learning. For these delegates we felt that a shadowing (developing mission) is a really good opportunity. They get to learn about the international setting, but they have someone there to guide them through the process.” Sending National Society, Covid-19 Operation
As a mentor, you get to experience the joy of teaching while delegating some tasks:
“Personally, it is motivating when you are able to teach somebody, share your experiences from previous missions with somebody to get them more up and going, more ready to take on missions by themselves.” Communications Coordinator, Covid-19 Operation
As a developing person, you get to get ready to go on a mission on your own: 
“This experience was a very good way to understand how many factors are involved in an operation manager`s role and made me feel better prepared for this position” Developing Operations Manager, Covid-19 operation 
As a receiving national society:
“Shadowing (developing) missions are a great way to increase the national society`s capacity and also a great opportunity to learn and observe in a different context and to grow professionally and also as a person.” Social Program Coordinator, Albania Earthquake operation, 2019

[bookmark: _Toc67318875][bookmark: _Toc104552154]How to use this document?

This document is meant to serve as guide to help you participate in a developing mission. It was written to give you some practical tips for getting best out of your experience with a developing mission. The basis of the document is an extensive desk review of best practices and 11 interviews with people involved in developing missions in these emergency operations:
· Covid-19 2020
· Albania Earthquake 2020
This document has three main sections. The general overview will help you understand how these mission work. This is followed by a section addressing the developing person and the mentor – you can read the part that is relevant to your role. The last section is there for you in case you are preparing for a remote developing mission.  All through the document you will find useful links to help you dig deeper in certain topics. 

[bookmark: _Toc67318876][bookmark: _Toc104552155]Case studies – what does a developing mission look like in reality?

These short case studies will help you understand how a developing mission could look like in-country or remotely. 
[bookmark: _Toc67318877][bookmark: _Toc104552156]Operations Manager

Operation: Covid-19
Nature of the deployment: Remote
Role: Operations Manager
A De-Ops Manager was deployed to follow the person fulfilling this role for the Covid-19 Operation. They got in touch before the deployment to discuss how the developing mission will work and for a detailed briefing on the situation. During the mission, all communications and emails were shared, and they met before meetings and at the end of the day to have discussions. The mentor regularly asked the De-Ops Manager to brainstorm on solutions to problems or to explain what decision she would make in any given situation. Through the mission the De-Ops Manager was responsible for some small tasks. By the end of the mission, the developing person felt confident to fulfill this role in a smaller operation. 

[bookmark: _Toc67318878][bookmark: _Toc104552157]IM delegate

Operation: Albania Earthquake, 2019
Nature of the deployment: On-site
Role: IM officer
The De-IM officer was motivated to learn more about international operations and felt confident saying yes to a developing mission as he knew he would have somebody else in the same mission to support and mentor him. Mentor and the De-IM officer had lunch and commuted together regularly to work which gave an opportunity to have discussions about the daily tasks. The mentor reported that while it took time to explain some things, having a De-IM officer helped with his workload and he was able to diversify his services and focus on areas that would have been neglected otherwise, for example PSS. Both the De-IM officer and mentor felt that while the De-IM officer arrived with a strong set of technical skills this mission allowed him to learn more about the movement context and to pick up skills on how to cooperate with the national society. 
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[bookmark: _Toc104552158]Communications Coordinator

Operation: Covid-19
Nature of the deployment: Remote
Role: Communications Coordinator
The Communication Coordinator and the De-Communication Coordinator had regular daily meetings set up. These were used for task distribution and deadlines and to answer questions about how things operate (who was who in a meeting, why do we do it this way etc.) The De-Comms. Coordinator described this as a really good way of learning as she was able to see the actual functioning of the operation but then have a one-on-one to ask questions about the hows and whys of the process. Tasks were shared based on the strengths of the De-Comms Coordinator, but she also received tasks in areas where she needed to develop.  The communication coordinator described her mentoring experience as motivating. She felt that by sharing her experiences from previous missions she could greatly contribute to preparing the De-Comms Coordinator for a successful future mission in this role. 

[bookmark: _Toc67318880][bookmark: _Toc104552159]When to consider developing missions

Developing missions are great if there is a technically skilled delegate who needs to gain experience and is looking to develop their core competencies, especially competency number 1: Movement context, principles, and values. 
It is great for missions when having an extra person on board is an advantage and does not pose a risk on the success of the operation.

[bookmark: _Toc67318881][bookmark: _Toc104552160]Can you set-up developing missions for emergency operations?

“Yes, emergencies are the perfect time to train people and let them learn from real life. The nature of the mission has to be clear and it has to be clear that the shadow (developing) mission doesn’t pose a risk to the operation, then it is the perfect time to learn about disaster response.”  Operations Manager, Covid-19 Operation
Emergency operations are the best place to learn about emergency operations. The nature of developing mission allows you to understand the context of the role that you are learning about – that is best done if you are yourself placed in that context.  

[bookmark: _Toc67318882][bookmark: _Toc104552161]Developing missions in peacetime

Developing missions in peacetime are a great way to develop competencies as it allows for forward planning and a more systematic approach. Here are some approaches to consider:
· Matching people based on competencies
Identify people who are high performers in certain competencies and match them with someone who is looking to develop that competency. 
· Matching people based on positions
Allow people to observe a position they are interested in as a career goal or that they would need to understand better for their current function. 
· Matching people to provide insight
Consider setting up developing missions with your partner national societies or different departments to provide valuable insight. 

[bookmark: _Toc67318883][bookmark: _Toc104552162]How monitor and evaluate developing missions

[bookmark: _Toc67318884][bookmark: _Toc104552163]Monitor and support

We suggest that there is a mid-way check in during the developing mission involving all stakeholders. Consider addressing the following questions:
· What have worked well so far for the developing mission?
· What is it that you would like to improve?
· Are you satisfied with the way communication channels are set up?
· Is there any concerns or issues that should be addressed at this point?
· What did you learn that surprised you or confirmed your previous understanding?

[bookmark: _Toc67318885]

[bookmark: _Toc104552164]Evaluate: 

Consider using the following post-deployment reflection questions in addition to the end of mission appraisal.    

[bookmark: _Toc67318886][bookmark: _Toc104552165]Roles and responsibilities

As a developing person, you are expected to
· Be open and willing to learn
· Take on small tasks and report on them to your mentor
· Your learning is important, but the success of the mission is more important – make sure that you are prioritizing that 
· Comply with the terms and conditions of your employment including adhering to Red Cross policies and the Code of Conduct.
· Complete and share with Surge desk the pre-deployment required documents and courses stated in the deployment order.
· Complete and share with Surge desk Region/GVA the required EOM documents including: Appraisal, Mission Feedback and Handover Notes.
· Go through the pre-deployment readings/tasks that the sectoral lead might have required. Be in close coordination and report to the sectoral lead and the mentor. 
As a mentor person you are expected to
· Be open to teach and to share your experience: the developing person is there to learn from you
· Set aside time for the developing person: they will have questions and will need some guidance
· Delegate some small tasks to the developing person and check their work
· Make sure that the developing mission is advancing the operational goals
· Coordinate with the sectoral lead in order to set up learning objectives for the developing mission in particular.
· Ensure integration of the developing person in the operation, making sure that the they participate in all coordination meetings so that they can be an active and recognized member of the operation.
· Complete de Appraisal for the developing person and share it with Surge desk Regional/GVA.

[bookmark: _Toc67318887][bookmark: _Toc104552166]TOR
· We suggest to work on a specific TOR tailored for the needs of the operation and in line with the skills and experiences of the developing person. 
· Sectoral leads will be involved in the definition of the preliminary TOR. TOR will be updated when the mission start since there might be specific tasks/functions that arise during the mission timeframe that can be assigned to the developing person.

[bookmark: _Toc67318888][bookmark: _Toc104552167]Checklist for a successful developing mission

[bookmark: _Toc67318889][bookmark: _Toc104552168]Get off to a great start
Start with a get-to-know each other meeting. The focus should be to build rapport and trust. You will be working together closely, and before you get started, it is good if you know each other better.
[bookmark: _Toc67318890][bookmark: _Toc104552169]Set and clarify expectations
Before you start working together, discuss, what are the expectations on both sides. In this conversation, it is good to touch the following points:
· Learning goals for the developing person: what is it that they would like to develop in? Use the IFRC Core Competency Framework and the deployment goal setting template to guide the discussion.
· Strengths: what are the technical strengths that you both bring to the table? The goal of this discussion is to explore how to share and delegate tasks in an optimal way. 
· Learning and teaching approaches: how does the developing person learns best? How does the mentor prefer to teach? Any type of behavior you would prefer the other person to avoid?
· Expectations of sending/supporting national society or organization and the receiving national society or organization
· Go through the TOR and discuss it in detail. 
[bookmark: _Toc67318891][bookmark: _Toc104552170]Decide how will you communicate
Set up a system for communication. For the developing mission to work, you will have to have a regular time to discuss any questions the developing person might have and to discuss the details and backgrounds of decisions and processes in the operation. Here are some tips to consider:
· Book a time in your calendars for recurring meetings. This could be 15-20 minutes every morning and/or 15-20 minutes at the end of the day. Or you could have lunch together every day. 
· Meet 10 minute before every meeting and stay on for 10 minutes longer. In the beginning, use the time to give context for the developing person. What is this meeting about, what are the objectives and how are you planning to achieve it? After the meeting, take the time to discuss what happened, why and how were certain decisions reached?
·  If possible, spend time together informally. Meet for a quick talk or a lunch and have discussions that are less formal.
· Set up some milestone meetings through the mission to check-in on the progress of the goals. Feedback should go both ways in these meetings! Discuss what works well and what could be improved. 
· Make sure to address any problems or issues early on and in a productive manner.
· Discuss the tools you will be using for communication. A good starting point is Teams as it has a lot of great functionalities. If you are using other communication channels, discuss which one is to be used for what.
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· Learning by observation
· Learning on the job
· Developing Mission Learning Goal template
· Developing Missions end-of-mission learning questionnaire










Want more support? Contact the Surge Learning Team at surge.learning@ifrc.org 
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