UnityReach Global Team Leaders
Complete Responsibilities: Appointment–January 3, 2029
Position purpose
Team Leaders are the direct supervisors, guides, and first point of contact for UnityReach Global volunteers. They convert instructions from Department Directors and Coordinators into safe, organized daily action.
Every volunteer must know:
· Their assigned Team Leader 
· Their department 
· Their daily assignment 
· Where and when to report 
· How to report a problem 
· What to do during an emergency 
Team Leaders are responsible for volunteer accountability, daily briefings, task supervision, conduct, communication, safety, documentation, and team welfare.
Recommended team size
For a mission of 100–200 volunteers:
· One Team Leader for approximately 8–12 volunteers 
· One Assistant Team Leader for larger, complex, or high-risk teams 
· Smaller teams for clinical, child-focused, technical, security, or transportation assignments 
· One Department Coordinator supervising several Team Leaders 
Estimated structure:
	Volunteer deployment
	Recommended Team Leaders

	100 volunteers
	10–14

	150 volunteers
	15–20

	200 volunteers
	20–27


The final ratio depends on program complexity, locations, volunteer experience, language, and risk.
Reporting relationship
Team Leaders report to:
1. Department Coordinator 
2. Department Director 
3. Mission Director through the operational chain 
For urgent matters, Team Leaders may report directly to:
· Safety & Security Director 
· Medical Director 
· Safeguarding Lead 
· Mission Director 
· Other designated emergency leadership 
Team Leaders directly supervise their assigned volunteers.
Qualifications
A Team Leader should demonstrate:
· Strong Christian character 
· Reliability 
· Emotional maturity 
· Respect for Haitian culture and leadership 
· Clear communication 
· Good judgment 
· Conflict-resolution ability 
· Organizational skills 
· Ability to remain calm 
· Willingness to follow the chain of command 
· Ability to keep accurate records 
· Appropriate experience for the assigned department 
· Commitment to safeguarding and confidentiality 
· Physical and emotional readiness for the assignment 
· Ability to make fair decisions without favoritism 
Additional qualifications may be required for:
· Medical teams 
· Dental teams 
· Vision teams 
· Children’s and youth teams 
· Water and sanitation teams 
· Transportation teams 
· Security teams 
· Financial or inventory teams 
Selection and approval
Team Leaders should be:
1. Nominated or identified 
2. Interviewed 
3. Reference-checked when appropriate 
4. Background-checked when required 
5. Assigned provisionally 
6. Trained 
7. Evaluated through exercises 
8. Approved by the Department Director 
9. Cleared by the Volunteer Director 
10. Cleared by Safety when required 
11. Certified for deployment 
Leadership should not be assigned solely because someone recruited many volunteers, donated money, has seniority, or requested the title.
Primary responsibilities
Every Team Leader must:
1. Know every assigned volunteer. 
2. Maintain accurate team accountability. 
3. Communicate official instructions. 
4. Conduct daily team briefings. 
5. Assign approved tasks. 
6. Monitor attendance and punctuality. 
7. Supervise volunteer conduct. 
8. Protect beneficiaries. 
9. Enforce safeguarding requirements. 
10. Monitor team health and fatigue. 
11. Identify and report safety concerns. 
12. Resolve routine problems. 
13. Escalate serious concerns. 
14. Maintain required records. 
15. Conduct daily debriefings. 
16. Support volunteers fairly. 
17. Confirm the safe return of every team member. 
Authority
Team Leaders may:
· Assign approved daily tasks 
· Adjust routine duties within the team’s authorized scope 
· Conduct team briefings and headcounts 
· Correct minor performance problems 
· Require a volunteer to stop an unsafe action 
· Remove a volunteer temporarily from an immediate unsafe situation 
· Recommend reassignment 
· Report misconduct 
· Request additional supplies 
· Request transportation assistance 
· Request medical or safety assistance 
· Pause a team activity when there is an immediate danger 
· Document attendance, incidents, and performance 
· Recognize excellent volunteer service 
Limitations of authority
Team Leaders may not independently:
· Change mission programs 
· Change volunteer contribution amounts 
· Promise refunds 
· Approve volunteer applications 
· Certify volunteers 
· Remove someone permanently from the mission 
· Diagnose or treat patients without authorization 
· Distribute medicines independently 
· Provide professional services outside verified qualifications 
· Change beneficiary eligibility 
· Reserve relief supplies 
· Promise tuition, medical treatment, aid, employment, or travel 
· Sign contracts 
· Spend mission funds without authorization 
· Transport volunteers in unauthorized vehicles 
· Speak publicly for UnityReach Global 
· Release confidential information 
· Conduct private safeguarding investigations 
· Use threats, humiliation, retaliation, or corporal punishment 
· Require religious participation in exchange for assistance 
· Override a Department Director or emergency authority 
Team Leader’s essential tools
Every Team Leader should receive controlled access to:
· Team roster 
· Volunteer contact information 
· Emergency contact process 
· Department schedule 
· Daily assignment sheet 
· Housing information needed for accountability 
· Transportation assignments 
· Emergency procedures 
· Incident-reporting form 
· Attendance form 
· Supply request form 
· Daily team report 
· Approved communication channel 
· Site map 
· Program checklist 
· Escalation contacts 
Sensitive information should be limited to what the Team Leader needs.
Phase 1: Appointment and leadership preparation
2026–December 2027
Once appointed, Team Leaders will:
· Review UnityReach Global’s mission and values. 
· Review the leadership structure. 
· Learn the mission dates and programs. 
· Understand the 100–200 volunteer operating model. 
· Attend leadership meetings. 
· Review the Team Leader job description. 
· Sign the Code of Conduct. 
· Complete safeguarding training. 
· Complete confidentiality training. 
· Learn incident-reporting procedures. 
· Learn the limits of their authority. 
· Begin department-specific preparation. 
· Help identify volunteer training needs. 
· Become familiar with Haitian culture and appropriate service practices. 
Early planning responsibilities
When requested, Team Leaders may help:
· Review proposed workflows 
· Identify staffing needs 
· Test checklists 
· Test forms 
· Participate in simulations 
· Recommend equipment or supply needs 
· Identify potential operational problems 
· Support volunteer recruitment responsibly 
· Answer approved volunteer questions 
· Participate in Each One, Reach One without pressuring anyone 
Phase 2: Team formation
January–June 2028
Team Leaders will:
· Receive provisional team assignments. 
· Review volunteer applications only when authorized. 
· Learn volunteers’ approved roles. 
· Identify language and accessibility needs. 
· Identify missing qualifications. 
· Help volunteers understand training requirements. 
· Encourage completion of required payments and documents without accessing unnecessary financial details. 
· Establish the team’s official communication channel. 
· Introduce team members. 
· Establish professional communication expectations. 
· Report inactive or unreachable volunteers. 
· Identify possible Assistant Team Leaders. 
· Begin monthly team meetings. 
Team communication rules
Team Leaders must:
· Use approved channels. 
· Share only verified information. 
· Protect phone numbers and private data. 
· Avoid unnecessary mass messages. 
· Avoid posting confidential matters. 
· Correct misinformation. 
· Refer financial questions to Finance. 
· Refer clinical questions to Medical. 
· Refer travel questions to Logistics. 
· Refer application questions to the Volunteer Director. 
· Refer safety issues to Safety. 
· Refer media questions to Communications. 
Phase 3: Volunteer development and readiness
July–September 2028
Team Leaders will increase contact with assigned volunteers.
Responsibilities include:
· Monitor training completion. 
· Encourage attendance at live sessions. 
· Confirm department-specific training. 
· Identify volunteers needing additional support. 
· Participate in practical assessments when authorized. 
· Review team roles. 
· Confirm availability. 
· Participate in emergency drills. 
· Confirm communication access. 
· Review team equipment needs. 
· Help identify volunteer replacements. 
· Report readiness concerns. 
· Attend department planning meetings. 
· Review transportation and housing expectations. 
· Begin scenario exercises. 
Team-readiness review
For each volunteer, confirm through authorized systems:
· Application accepted 
· Department assigned 
· Team assigned 
· Training progressing 
· Required acknowledgments completed 
· Live sessions scheduled 
· Practical signoff pending or complete 
· Documents pending or complete 
· Final orientation planned 
· Safety concerns escalated 
· Deployment certification pending or complete 
Team Leaders should not access detailed medical, financial, screening, or safeguarding information unless specifically authorized.
Phase 4: Intensive training and final preparation
October–December 13, 2028
Required Team Leader training
Team Leaders must complete:
· Leadership orientation 
· Chain of command 
· Haitian cultural humility 
· Volunteer Code of Conduct 
· Child and vulnerable-person safeguarding 
· Prevention of exploitation and abuse 
· Emergency response 
· Volunteer accountability 
· Conflict resolution 
· Incident reporting 
· Housing rules 
· Transportation safety 
· Media and privacy 
· Humanitarian standards 
· Department-specific procedures 
· Fatigue and wellness monitoring 
· Crisis communication 
· Final deployment orientation 
Team-specific preparation
Team Leaders will:
· Conduct regular team meetings. 
· Confirm each person’s assignment. 
· Review daily workflow. 
· Review prohibited duties. 
· Review clothing and equipment. 
· Review reporting times. 
· Review travel expectations. 
· Review housing expectations. 
· Review the buddy system. 
· Assign or propose buddy pairs. 
· Review communication procedures. 
· Conduct headcount exercises. 
· Practice emergency scenarios. 
· Confirm backup assignments. 
· Prepare the team roster. 
· Confirm emergency contact procedures. 
· Submit unresolved concerns. 
Final team confirmation
Before departure, the Team Leader must receive confirmation that every deployed team member is:
· Accepted 
· Assigned 
· Trained 
· Properly documented 
· Cleared 
· Certified for deployment 
· Included on the official passenger manifest 
Team Leaders may not privately add someone to the team.
Departure day
December 14, 2028
Before arriving at FLL
The Team Leader will:
· Review the final roster. 
· Contact team members through the approved channel. 
· Remind them of reporting time and location. 
· Remind them to carry required documents. 
· Remind them not to share passport images publicly. 
· Confirm last-minute absences immediately. 
At Fort Lauderdale airport
The Team Leader will:
· Arrive before assigned volunteers. 
· Check in with the Department Coordinator. 
· Locate the team meeting area. 
· Check in each volunteer. 
· Conduct the first headcount. 
· Identify missing volunteers. 
· Refer documentation issues to authorized personnel. 
· Assist families and volunteers needing support. 
· Ensure volunteers follow baggage instructions. 
· Keep the team together. 
· Communicate gate changes. 
· Conduct security-area and gate headcounts. 
· Report conduct or health concerns. 
· Confirm boarding. 
During travel
The Team Leader will:
· Maintain team accountability. 
· Monitor volunteer welfare. 
· Reinforce appropriate behavior. 
· Report illness or emergencies. 
· Prevent unauthorized separation from the group. 
· Prepare the team for arrival procedures. 
Upon arrival in Cap-Haïtien
The Team Leader will:
· Conduct an arrival headcount. 
· Keep the team together through approved procedures. 
· Assist with luggage accountability. 
· Organize the team by assigned vehicle. 
· Verify vehicle passenger count. 
· Confirm safe arrival at housing. 
· Assist with room check-in. 
· Review housing rules. 
· Identify emergency exits and assembly areas. 
· Report missing people, luggage, or equipment. 
· Attend the arrival briefing. 
Daily mission responsibilities
December 15–23, 2028
Before the day begins
The Team Leader will:
· Wake and prepare on schedule. 
· Check personal readiness. 
· Confirm team members are awake and available. 
· Conduct a wellness and attendance check. 
· Report illness through the appropriate process. 
· Attend the department leadership briefing. 
· Receive official instructions. 
· Review safety information. 
· Review transportation. 
· Review supplies. 
· Prepare the team briefing. 
Morning team briefing
The Team Leader will explain:
· Day’s purpose 
· Location 
· Schedule 
· Individual assignments 
· Chain of command 
· Safety concerns 
· Safeguarding expectations 
· Equipment 
· Transportation 
· Meal and hydration breaks 
· Communication 
· Emergency procedures 
· End-of-day meeting point 
The Team Leader must confirm that volunteers understand their assignments.
Before leaving housing
· Conduct headcount. 
· Confirm buddy pairs. 
· Confirm required identification. 
· Confirm water and approved personal supplies. 
· Confirm necessary equipment. 
· Verify vehicle assignment. 
· Load only authorized supplies. 
· Report missing volunteers. 
· Record departure. 
During transportation
The Team Leader or vehicle captain will:
· Verify the passenger list. 
· Conduct headcount. 
· Ensure safe seating. 
· Reinforce seat-belt use when available. 
· Prevent unauthorized passengers. 
· Prevent volunteers from leaving the vehicle group without approval. 
· Report unsafe driving. 
· Communicate delays. 
· Conduct arrival headcount. 
Upon arrival at the program site
The Team Leader will:
· Check in with the Site or Department Coordinator. 
· Conduct headcount. 
· Identify entrances, exits, and emergency areas. 
· Inspect the team’s work area. 
· Confirm supplies. 
· Review last-minute changes. 
· Position volunteers. 
· Prevent work from beginning before authorization. 
During operations
The Team Leader will:
· Remain available and visible. 
· Monitor volunteer performance. 
· Maintain accountability. 
· Ensure volunteers stay within their assigned roles. 
· Enforce safety and safeguarding. 
· Support respectful communication. 
· Schedule breaks. 
· Monitor hydration and fatigue. 
· Prevent unauthorized photography. 
· Prevent unauthorized promises. 
· Protect beneficiary privacy. 
· Address routine questions. 
· Correct minor problems promptly. 
· Request additional resources. 
· Escalate serious concerns. 
· Document significant issues. 
· Support Haitian local leadership. 
· Avoid doing all the work personally instead of supervising the team. 
Managing breaks
The Team Leader will:
· Rotate volunteers fairly. 
· Maintain minimum staffing. 
· Ensure volunteers eat and hydrate. 
· Avoid leaving a site understaffed. 
· Monitor heat and fatigue. 
· Record volunteers leaving the site for an authorized reason. 
· Confirm their return. 
End of program activities
The Team Leader will:
· Stop activities at the authorized time. 
· Account for all volunteers. 
· Complete cleanup. 
· Reconcile assigned equipment and supplies. 
· Report missing or damaged items. 
· Complete required service records. 
· Confirm beneficiaries have been appropriately released or referred. 
· Check out with the Site Coordinator. 
· Conduct a departure headcount. 
· Load the correct vehicle. 
· Confirm return to housing. 
Evening debriefing
Discuss:
· Work completed 
· Positive outcomes 
· Problems 
· Incidents 
· Supplies 
· Volunteer concerns 
· Beneficiary concerns 
· Safety 
· Lessons learned 
· Next-day needs 
The debriefing should not disclose private beneficiary information unnecessarily.
Daily report
Submit:
· Team name 
· Department 
· Date 
· Team Leader 
· Volunteers assigned 
· Volunteers present 
· Volunteers absent 
· Location 
· Activities completed 
· Verified outputs 
· Supplies used 
· Incidents 
· Concerns 
· Referrals 
· Corrective actions 
· Next-day needs 
Department-specific Team Leader responsibilities
Medical Team Leader
Must ensure:
· Only credentialed personnel provide clinical services. 
· Clinical scope is followed. 
· Patient privacy is protected. 
· Nonclinical volunteers remain in support roles. 
· Medication is handled only by authorized personnel. 
· Incidents are escalated immediately. 
· Clinical instructions come from qualified leadership. 
Dental and Vision Team Leaders
Must enforce:
· Credential and scope requirements 
· Infection control 
· Consent 
· Equipment accountability 
· Documentation 
· Patient referral 
· Privacy 
Humanitarian Relief Team Leader
Must ensure:
· Eligibility procedures are followed. 
· Supplies are not reserved. 
· Distribution is orderly. 
· Beneficiaries are treated with dignity. 
· Inventory is reconciled. 
· Complaints are referred properly. 
· Volunteers accept no payment or favors. 
Community Meals Team Leader
Must ensure:
· Food-safety instructions are followed. 
· Ill volunteers do not handle food. 
· Hand hygiene is maintained. 
· Crowd flow is orderly. 
· Meal counts are verified. 
· Waste and cleanup are completed. 
Education Team Leader
Must ensure:
· Children are supervised. 
· Two-adult procedures are followed. 
· Attendance is recorded. 
· Release procedures are followed. 
· Activities are age appropriate. 
· Volunteers do not privately contact children. 
· Photography rules are followed. 
Children’s and Youth Team Leader
Must enforce:
· Safeguarding 
· Check-in and release 
· Visible supervision 
· Appropriate physical contact 
· No corporal punishment 
· Incident reporting 
· Parental or guardian requirements 
· Safe restroom procedures 
Evangelism Team Leader
Must ensure:
· Participation is voluntary. 
· No assistance is conditioned on religion. 
· Prayer occurs with consent. 
· Private spiritual information is protected. 
· Volunteers stay within counseling boundaries. 
· Baptism decisions remain under qualified pastoral leadership. 
Logistics Team Leader
Must maintain:
· Passenger accountability 
· Equipment control 
· Vehicle assignments 
· Safe loading 
· Warehouse records 
· Movement documentation 
· Driver and dispatch communication 
Water and Sanitation Team Leader
Must ensure:
· Only authorized technical personnel perform specialized work. 
· Safety equipment is used. 
· Testing requirements are followed. 
· Water is not described as safe before qualified approval. 
· Tools and materials are controlled. 
Communications Team Leader
Must ensure:
· Consent is verified. 
· Patient and child privacy is protected. 
· Only approved content is published. 
· Equipment is secured. 
· Files are submitted and backed up. 
· No real-time sensitive locations are posted. 
Safety Team Leader
Must:
· Monitor assigned areas. 
· Conduct headcounts. 
· Report threats. 
· Support emergency procedures. 
· Avoid unauthorized confrontation. 
· Protect sensitive security information. 
Volunteer conduct management
Minor concern
Examples:
· First instance of lateness 
· Failure to bring required supplies 
· Minor communication problem 
· Small task misunderstanding 
Response:
1. Speak privately. 
2. Clarify expectations. 
3. Provide instruction. 
4. Document if required. 
5. Monitor improvement. 
Repeated or significant concern
Examples:
· Repeated lateness 
· Refusal to follow instructions 
· Unsafe behavior 
· Disrespect 
· Leaving the team 
· Unauthorized posting 
· Repeated task failure 
Response:
1. Stop the problematic activity. 
2. Protect immediate safety. 
3. Document facts. 
4. Notify the Department Coordinator. 
5. Follow the corrective-action process. 
6. Do not retaliate or humiliate. 
Immediate escalation
Immediately report:
· Abuse or safeguarding concern 
· Sexual harassment or exploitation 
· Violence or threats 
· Missing volunteer 
· Missing child 
· Serious injury 
· Medical emergency 
· Theft or fraud 
· Impaired volunteer 
· Unauthorized clinical practice 
· Major privacy breach 
· Security incident 
· Weapon 
· Serious insubordination 
· Abandonment of assignment 
Conflict resolution
Team Leaders should:
1. Separate immediate emotion from facts. 
2. Listen to each person appropriately. 
3. Identify the actual issue. 
4. Review the relevant rule or assignment. 
5. Focus on the mission objective. 
6. Establish a safe next step. 
7. Document significant concerns. 
8. Escalate unresolved matters. 
Team Leaders must not:
· Shame volunteers publicly 
· Spread gossip 
· Threaten retaliation 
· Discriminate 
· Take sides because of friendship 
· Promise confidentiality when reporting is required 
· Conduct an unauthorized investigation 
Health and wellness monitoring
Team Leaders should watch for:
· Heat stress 
· Dehydration 
· Fatigue 
· Illness 
· Emotional distress 
· Injury 
· Burnout 
· Confusion 
· Impairment 
· Social withdrawal 
· Conflict 
· Inability to perform safely 
The Team Leader should not diagnose. The Leader should refer concerns through Medical, Safety, Volunteer Leadership, or another appropriate channel.
Emergency responsibilities
During an emergency, the Team Leader must:
1. Stop routine activities. 
2. Protect immediate life and safety. 
3. Notify emergency leadership. 
4. Conduct headcount. 
5. Keep the team together. 
6. Follow official instructions. 
7. Prevent independent action. 
8. Assist people with disabilities. 
9. Move to the assigned location. 
10. Report missing or injured people. 
11. Do not speak to media. 
12. Document actions when safe. 
13. Conduct an after-action debrief. 
Missing team member
If someone is missing:
· Verify the roster. 
· Check the last confirmed location. 
· Contact the person through approved methods. 
· Notify the Coordinator and Safety Director. 
· Do not start an uncontrolled search. 
· Provide factual information. 
· Protect the volunteer’s privacy. 
· Record the time and actions. 
· Follow instructions until resolved. 
Volunteer fellowship and vacation period
December 24, 2028–January 2, 2029
Team Leader responsibilities continue.
They must:
· Maintain team accountability. 
· Attend required briefings. 
· Confirm approved activity schedules. 
· Conduct transportation headcounts. 
· Monitor curfew. 
· Prevent unauthorized travel. 
· Reinforce the Code of Conduct. 
· Monitor volunteer health. 
· Report injuries and incidents. 
· Confirm volunteers return to housing. 
· Support fellowship activities. 
· Avoid excessive personal alcohol use or any prohibited conduct. 
· Help reconcile equipment and supplies. 
· Participate in team evaluations. 
· Complete department closeout tasks. 
· Prepare for return travel. 
The vacation period is still part of the UnityReach Global program.
Final day and return
January 3, 2029
Before leaving housing
The Team Leader will:
· Wake the team according to schedule. 
· Confirm every volunteer. 
· Confirm luggage readiness. 
· Inspect assigned rooms with the housing process. 
· Confirm keys are returned. 
· Report damage or missing property. 
· Conduct headcount. 
· Confirm vehicle assignments. 
· Review airport instructions. 
· Confirm no volunteer has unauthorized records or supplies. 
· Report missing volunteers immediately. 
Transportation to the airport
· Verify passenger list. 
· Supervise luggage loading. 
· Conduct departure headcount. 
· Maintain communication. 
· Conduct airport-arrival headcount. 
· Report delays or problems. 
At Cap-Haïtien airport
· Keep the team together. 
· Assist with check-in. 
· Help resolve routine baggage issues. 
· Refer document problems. 
· Conduct security-area headcount. 
· Conduct gate headcount. 
· Report anyone missing. 
· Confirm boarding. 
During travel
· Maintain accountability. 
· Monitor volunteer welfare. 
· Support families. 
· Report medical concerns. 
· Reinforce appropriate conduct. 
· Prepare volunteers for arrival and release. 
Upon arrival in Fort Lauderdale
The Team Leader will:
· Conduct the final team headcount. 
· Confirm luggage collection as required. 
· Report missing baggage. 
· Return team equipment. 
· Confirm children remain with parents or guardians. 
· Release volunteers only according to the approved process. 
· Report unresolved concerns. 
· Submit the final Team Leader report. 
· Remain on duty until the Department Coordinator confirms release. 
Required records
Team Leaders must maintain:
· Team roster 
· Attendance 
· Training follow-up 
· Team meeting records 
· Daily assignments 
· Transportation accountability 
· Site check-in and checkout 
· Supply records 
· Equipment records 
· Daily team reports 
· Incident reports 
· Corrective-action records 
· Practical assessment records when authorized 
· Volunteer concerns 
· Final team closeout report 
Performance indicators
Team Leaders will be evaluated on:
· Volunteer accountability 
· Attendance 
· Punctuality 
· Communication 
· Team readiness 
· Safety compliance 
· Safeguarding compliance 
· Task completion 
· Record accuracy 
· Conflict management 
· Incident escalation 
· Volunteer welfare 
· Department cooperation 
· Cultural respect 
· Successful final return 
Immediate first 30-day action plan
Each appointed Team Leader should:
1. Meet the Department Director and Coordinator. 
2. Review the Team Leader job description. 
3. Review the UnityReach Global leadership structure. 
4. Complete required core training. 
5. Complete department-specific training. 
6. Learn the chain of command. 
7. Learn incident-reporting requirements. 
8. Review safeguarding responsibilities. 
9. Review emergency procedures. 
10. Review authority and limitations. 
11. Receive the preliminary team roster. 
12. Establish approved team communications. 
13. Contact assigned volunteers. 
14. Hold the first team meeting. 
15. Identify team needs and concerns. 
16. Submit an initial Team Readiness Report. 
17. Begin regular volunteer follow-up. 
18. Participate in leadership exercises and drills. 
Team Leaders remain responsible through January 3, 2029, for transforming mission plans into safe daily action, maintaining direct accountability for assigned volunteers, communicating official instructions, supervising conduct and performance, protecting beneficiaries, escalating concerns, supporting volunteer welfare, and confirming every team member’s safe return.

