UnityReach Global Transportation Coordinator
Complete Responsibilities: Appointment–January 3, 2029
1. Position Purpose
The Transportation Coordinator is responsible for planning, scheduling, dispatching, monitoring, and documenting the movement of UnityReach Global participants, local personnel, program teams, patients when authorized, and approved supplies throughout the 2028–2029 Cap-Haïtien Mission.
The Coordinator must develop a transportation system capable of supporting approximately 100–200 volunteers across:
· Airport arrivals and departures. 
· Housing locations. 
· Medical, dental, and vision outreach sites. 
· Schools and education programs. 
· Humanitarian distribution sites. 
· Community meal locations. 
· Water and sanitation project sites. 
· Bible studies and evangelistic activities. 
· The December 15–23 crusade. 
· Volunteer fellowship activities. 
· Emergency and early-return movements. 
The system must ensure that every authorized passenger has an assigned vehicle, route, driver, departure time, destination, and accountability status.

2. Mission Transportation Period
The primary operational period is:
· Arrival and airport transfer: December 14, 2028 
· Mission and crusade operations: December 15–23, 2028 
· Fellowship/vacation operations: December 24, 2028–January 2, 2029 
· Housing-to-airport return movement: January 3, 2029 
Transportation readiness must be established before the first traveler arrives and remain active until every participant has safely departed or entered an approved alternate status.

3. Reporting Relationship
The Transportation Coordinator:
· Reports directly to the Logistics Director. 
· Works under the operational authority of the Mission Director. 
· Coordinates airline times with the Travel and Airline Coordinator. 
· Coordinates airport pickups and drop-offs with the Airport Operations Coordinator. 
· Coordinates housing locations and passenger assignments with the Housing Coordinator. 
· Coordinates vehicles, drivers, maintenance, inspections, and fuel with the Fleet and Driver Coordinator. 
· Coordinates cargo movements with the Cargo and Customs Coordinator. 
· Coordinates supply releases with the Warehouse Coordinator. 
· Coordinates equipment transportation with the Equipment and Asset Coordinator. 
· Coordinates volunteer schedules with the Volunteer Director. 
· Coordinates route security and movement restrictions with the Safety Officer. 
· Coordinates patient movements with the Medical Director and Emergency Referral Coordinator. 
· Coordinates transportation expenses with the Finance Director. 
· Coordinates official communications with the Communications Director. 
· Works with the Administrative Coordinator on passenger manifests, route records, incidents, and scheduling documentation. 
The Coordinator may supervise dispatchers, route coordinators, passenger-accountability leads, loading-zone personnel, vehicle group leaders, communication operators, and transportation assistants.

4. Required Qualifications
The Coordinator should demonstrate:
· Experience in transportation planning, dispatch, logistics, fleet operations, group travel, events, tours, humanitarian response, or mission operations. 
· Ability to coordinate multiple vehicles and routes. 
· Strong scheduling and recordkeeping skills. 
· Ability to manage 100–200 passengers. 
· Understanding of passenger safety and vehicle-capacity limits. 
· Ability to respond calmly to delays, breakdowns, road closures, accidents, or security concerns. 
· Strong communication and conflict-resolution skills. 
· Ability to work with Haitian drivers and transportation providers respectfully. 
· Ability to read maps, identify alternate routes, and manage dispatch systems. 
· Strong commitment to safeguarding, accessibility, and passenger accountability. 
Haitian Creole or French proficiency is strongly preferred.

5. Transportation Planning Principles
The transportation system must follow these principles:
· No vehicle may exceed its safe or legally authorized capacity. 
· Every movement must have an authorized purpose. 
· Every passenger must be assigned and accounted for. 
· Drivers must be approved by the Fleet and Driver Coordinator. 
· Vehicles must pass applicable inspections. 
· Minors must travel with approved supervision. 
· Patients may only be transported through approved clinical or emergency procedures. 
· Cargo must be secured and must not create a passenger hazard. 
· Volunteers may not arrange unofficial rides. 
· Route and security instructions must be followed. 
· Transportation records must protect personal information. 
· Emergency vehicles and medical referrals receive priority when required. 
· Human safety takes priority over schedules and property. 

6. Transportation Needs Assessment
The Coordinator will identify:
· Total participant count. 
· Number of housing locations. 
· Number and location of program sites. 
· Daily start and end times. 
· Simultaneous program movements. 
· Airport transportation needs. 
· Medical referral transportation. 
· Cargo and equipment movements. 
· Accessible transportation requirements. 
· Family and minor needs. 
· Local personnel transportation agreements. 
· Road conditions. 
· Travel times. 
· Traffic patterns. 
· Fuel availability. 
· Parking and loading areas. 
· Security risks. 
· Alternate routes. 
· Backup vehicles. 
· Nighttime movement requirements. 
· Fellowship-period transportation needs. 
The assessment must include separate scenarios for 100, 150, and 200 participants.

7. Transportation Capacity Model
The Coordinator will develop a capacity model that identifies:
· Vehicle type. 
· Safe passenger capacity. 
· Number of vehicles needed. 
· Driver and alternate. 
· Route. 
· Estimated travel time. 
· Baggage capacity. 
· Equipment capacity. 
· Accessibility. 
· Fuel requirements. 
· Backup vehicle. 
· Assigned passenger group. 
Possible vehicles may include:
· Full-size buses. 
· Minibuses. 
· Passenger vans. 
· SUVs. 
· Cars. 
· Cargo vans. 
· Trucks. 
· Ambulances or authorized medical transport. 
· Other locally appropriate vehicles that meet safety requirements. 
Passengers should not be transported in open cargo areas, unsafe truck beds, or vehicles without appropriate seating unless a genuine life-threatening emergency requires an authorized alternative.

8. Route Planning
For each route, the Coordinator will document:
· Route name or number. 
· Origin. 
· Destination. 
· Primary route. 
· Alternate route. 
· Estimated travel time. 
· Departure time. 
· Return time. 
· Vehicle. 
· Driver. 
· Group leader. 
· Passenger capacity. 
· Passenger list or group. 
· Rest or stop locations where relevant. 
· Fuel plan. 
· Parking and loading instructions. 
· Communication coverage. 
· Security concerns. 
· Medical access. 
· Weather or road limitations. 
Routes should be tested or verified by qualified local personnel before deployment whenever practical.

9. Master Transportation Schedule
The Coordinator will create a daily schedule covering:
· Early leadership movements. 
· Medical-team departures. 
· Education teams. 
· Humanitarian relief teams. 
· Water and sanitation teams. 
· Evangelism and Bible-study teams. 
· Communications assignments. 
· Community meal movements. 
· Crusade transportation. 
· Volunteer return to housing. 
· Supply and equipment movements. 
· Medical referrals. 
· Fellowship activities. 
· Airport movements. 
· Backup vehicle availability. 
The schedule should identify conflicts before deployment and prioritize mission-critical activities.

10. Transportation Request System
Departments must submit transportation requests containing:
· Requesting department. 
· Date. 
· Pickup location. 
· Destination. 
· Required arrival time. 
· Expected return time. 
· Number of passengers. 
· Passenger type. 
· Minor or family considerations. 
· Accessibility needs. 
· Equipment or cargo. 
· Security concerns. 
· Program lead. 
· Contact number. 
· Approval. 
Late or informal requests should not displace approved critical movements without authorization.

11. Dispatch Operations
The Coordinator will establish a dispatch function that:
· Confirms driver readiness. 
· Confirms vehicle readiness. 
· Issues route assignments. 
· Records departure. 
· Monitors movement. 
· Records arrival. 
· Manages changes. 
· Activates backup vehicles. 
· Coordinates delayed groups. 
· Records the return. 
· Maintains communication. 
· Escalates overdue vehicles. 
· Maintains the current location and status of each active vehicle. 
Suggested vehicle statuses include:
· Available. 
· Assigned. 
· Loading. 
· Departed. 
· En route. 
· Arrived. 
· Waiting. 
· Returning. 
· Delayed. 
· Breakdown. 
· Accident. 
· Security hold. 
· Medical priority. 
· Out of service. 
· Completed. 

12. Passenger Manifests
Every substantial group movement should have a manifest containing:
· Date. 
· Route. 
· Vehicle. 
· Driver. 
· Group leader. 
· Passenger names or authorized group identifiers. 
· Minor and guardian linkage where applicable. 
· Accessibility needs without unnecessary medical detail. 
· Departure count. 
· Arrival count. 
· Return count. 
· Changes. 
· Notes or incidents. 
Passenger lists should not contain passport numbers, diagnoses, financial records, or unrelated confidential information.

13. Loading Procedures
Before a vehicle departs, the transportation team will:
1. Verify the vehicle and driver. 
2. Confirm the destination and route. 
3. Inspect the loading area. 
4. Load and secure approved cargo. 
5. Keep exits and aisles clear. 
6. Board passengers by assigned group. 
7. Keep minors with responsible adults. 
8. Provide accessibility assistance. 
9. Conduct a passenger count. 
10. Confirm the count with the manifest. 
11. Brief passengers on basic safety. 
12. Confirm communication. 
13. Record the departure time. 
14. Release the vehicle through dispatch. 
No unidentified passenger should board a mission vehicle without authorization.

14. Passenger Conduct
Passengers must:
· Follow the driver’s safety instructions. 
· Remain seated where seating is provided. 
· Use seat belts where available. 
· Keep aisles and exits clear. 
· Keep children supervised. 
· Avoid distracting the driver. 
· Avoid standing or moving unnecessarily while the vehicle is in motion. 
· Avoid placing luggage where it can become a hazard. 
· Not smoke, use illegal drugs, or consume alcohol in mission vehicles. 
· Not invite unauthorized passengers. 
· Not pressure a driver to speed or take an unsafe route. 
· Notify the group leader before changing vehicles. 

15. Arrival and Unloading
At each destination, the Coordinator or group leader will:
· Confirm the location is correct. 
· Ensure the vehicle stops in a safe area. 
· Direct passengers to remain seated until unloading is authorized. 
· Assist passengers with disabilities. 
· Keep minors supervised. 
· Count passengers after unloading. 
· Check the vehicle for belongings. 
· Transfer equipment to the authorized recipient. 
· Confirm the driver’s next assignment. 
· Record the arrival time. 
· Report discrepancies. 
For return trips, the group leader must confirm that all assigned participants are present before departure.

16. Airport Transportation
The Coordinator will develop detailed plans for:
December 14 arrival
· Vehicle staging away from airport congestion. 
· Driver identification. 
· Airport pickup permits or rules. 
· Passenger-group assignments. 
· Baggage capacity. 
· Loading order. 
· Property destinations. 
· Vehicle manifests. 
· Delayed-traveler procedures. 
· Final airport sweep. 
· Housing handoff. 
January 3 departure
· Property checkout sequence. 
· Baggage staging. 
· Early vehicle departure schedule. 
· Airport unloading zones. 
· Passenger and baggage reconciliation. 
· Backup vehicles. 
· Breakdown contingency. 
· Flight-delay response. 
· Return-to-housing contingency. 
Airport vehicles must depart early enough to accommodate traffic, security delays, and group check-in.

17. Daily Mission Transportation — December 15–23
The Coordinator will:
· Issue the next day’s preliminary schedule during the prior evening. 
· Confirm schedule changes at the morning leadership briefing. 
· Verify drivers, vehicles, and routes. 
· Stage vehicles before passenger call times. 
· Monitor every departure. 
· Track arrivals. 
· Manage delays. 
· Prioritize clinical and safety needs. 
· Coordinate return trips. 
· Prevent teams from becoming stranded. 
· Reconcile all active vehicles at day’s end. 
· Prepare the next day’s schedule. 
Special attention must be given to the nightly crusade return, when large numbers of volunteers may travel after dark.

18. Crusade Transportation
For December 15–23, the Coordinator will develop a dedicated plan showing:
· Volunteer departure waves. 
· Worship and technical-team early arrivals. 
· Speaker and leadership transportation. 
· Medical or first-aid team transportation. 
· Equipment and supply movement. 
· General volunteer transportation. 
· Local participant transportation when formally approved. 
· Vehicle parking. 
· Emergency routes. 
· Departure staging after the service. 
· Lighting and identification. 
· Final venue sweep. 
· Housing return counts. 
Vehicles must not block ambulance, fire, or evacuation access.

19. Medical and Emergency Referral Transportation
Working with the Medical Director and Emergency Referral Coordinator, the Coordinator will:
· Identify approved referral vehicles. 
· Keep emergency routes clear. 
· Maintain driver readiness. 
· Know designated hospitals and clinics. 
· Maintain secure communication. 
· Avoid delaying urgent transport for administrative reasons. 
· Ensure the patient has appropriate clinical accompaniment. 
· Carry only necessary referral information. 
· Protect patient privacy. 
· Document departure, destination, accompaniment, and outcome status. 
· Arrange return transport where appropriate. 
· Clean or remove the vehicle from service as directed after contamination. 
A general passenger vehicle must not be represented as an ambulance.
Clinical staff determine medical priority and destination; transportation staff execute the authorized movement safely.

20. Transportation of Minors
The Coordinator will ensure:
· Guardian or authorized school consent exists. 
· The minor appears on the passenger manifest. 
· The responsible adult is identified. 
· At least two authorized adults are present where required. 
· Minors do not travel alone with unrelated volunteers. 
· Pickup and drop-off locations are approved. 
· Children are not left in vehicles. 
· Head counts occur at every transition. 
· Changes receive authorization. 
· Missing-child procedures activate immediately when required. 
· Personal volunteer vehicles are not used without formal approval. 

21. Accessible Transportation
The Coordinator will:
· Identify mobility and accessibility needs in advance. 
· Assign suitable vehicles. 
· Allow additional boarding time. 
· Secure mobility devices. 
· Avoid lifting passengers without training and consent. 
· Preserve the traveler’s chosen support relationship. 
· Ensure the destination can receive the traveler safely. 
· Arrange seating based on need. 
· Develop backups if an accessible vehicle becomes unavailable. 
· Protect medical privacy. 

22. Cargo and Passenger Separation
The Coordinator will ensure:
· Heavy cargo is not placed unsecured near passengers. 
· Aisles and exits remain clear. 
· Vehicle capacity includes both passenger and baggage weight. 
· Tools, chemicals, fuel, medicines, and sharp items are transported according to applicable controls. 
· Cargo vehicles have assigned custodians. 
· Passenger vehicles do not carry unsafe loads. 
· Loading records match warehouse releases. 
· Goods are transferred to authorized recipients. 

23. Driver Communication
Every active driver should have:
· Route instructions. 
· Destination contact. 
· Passenger or cargo assignment. 
· Dispatch contact. 
· Emergency contact. 
· Alternate route. 
· Fuel instructions. 
· Breakdown procedure. 
· Accident procedure. 
· Security-hold procedure. 
· Expected check-in times. 
Drivers must not use handheld phones while driving. Communication should occur through a hands-free system where legal and safe, or after stopping safely.

24. Transportation Changes
Schedule changes must be controlled.
A change record should identify:
· Original assignment. 
· Requested change. 
· Reason. 
· Requesting person. 
· Effect on passengers or programs. 
· Vehicle and driver availability. 
· Approval. 
· Updated manifest. 
· People notified. 
· Time implemented. 
Volunteers may not independently redirect drivers.

25. Breakdown Procedure
If a vehicle breaks down, the Coordinator will:
1. Instruct the driver to stop in the safest available location. 
2. Account for passengers. 
3. Notify dispatch. 
4. Assess immediate security and traffic risks. 
5. Activate a backup vehicle. 
6. Keep passengers supervised. 
7. Move passengers only when safe. 
8. Notify the destination of the delay. 
9. Arrange repair or towing through authorized channels. 
10. Secure cargo. 
11. Record the incident. 
12. Remove the vehicle from service until cleared. 
Passengers must not remain in an unsafe roadside location longer than necessary.

26. Road Traffic Collision
Following a collision, the Coordinator will ensure:
· Emergency services are contacted where required. 
· The vehicle is secured from further danger. 
· Passengers are accounted for. 
· Injured people receive medical evaluation. 
· The driver follows local legal requirements. 
· No one admits liability on behalf of UnityReach Global. 
· Mission leadership and the Safety Officer are notified. 
· Another vehicle is arranged. 
· Photographs or evidence are collected only when safe and authorized. 
· Witness and insurance information is preserved. 
· Public communication is restricted. 
· A formal incident report is completed. 
Human safety takes priority over the schedule or vehicle.

27. Security Incident During Movement
If a route becomes unsafe, the Coordinator will:
· Follow the Safety Officer’s direction. 
· Hold or redirect vehicles. 
· Avoid publishing live vehicle locations. 
· Use alternate routes. 
· Maintain communication. 
· Keep passengers calm. 
· Avoid unauthorized stops. 
· Account for all vehicles and passengers. 
· Coordinate shelter or return to housing. 
· Document the decision and outcome. 
· Resume movement only after authorization. 
Drivers must not improvise routes through restricted areas unless necessary to escape immediate danger.

28. Lost or Missing Passenger
If a passenger is missing during a transportation transition, the Coordinator will:
1. Stop the affected departure when safe and reasonable. 
2. Recount passengers. 
3. Review the manifest. 
4. Contact the missing person. 
5. Check the pickup site. 
6. Notify the group leader. 
7. Escalate minors immediately. 
8. Notify the Safety Officer and Mission Director as required. 
9. Assign authorized personnel to search. 
10. Avoid sending unapproved individuals away from the group. 
11. Document whether the vehicle departed or remained. 
12. Record the final outcome. 

29. Fuel Planning
Working with the Fleet and Driver Coordinator, the Coordinator will:
· Estimate daily fuel demand. 
· Identify approved fuel sources. 
· Establish refueling schedules. 
· Maintain fuel records. 
· Avoid carrying unsafe fuel containers in passenger areas. 
· Plan for shortages. 
· Protect fuel from theft. 
· Reconcile fuel use against vehicle movement. 
· Maintain emergency fuel reserves only through approved safe procedures. 
· Report unusual consumption. 

30. Transportation During Fellowship — December 24–January 2
The Coordinator will:
· Develop an approved fellowship transportation calendar. 
· Distinguish mission-funded movements from optional personal activities. 
· Require participants to use approved transportation. 
· Maintain passenger accountability. 
· Continue driver and vehicle standards. 
· Coordinate excursions with the Safety Officer. 
· Establish departure and return times. 
· Prevent unauthorized route changes. 
· Continue safeguarding requirements. 
· Monitor volunteer curfews or movement restrictions where authorized. 
· Maintain emergency transport capacity. 
· Prepare progressively for January 3 airport operations. 
Optional private transportation expenses must be distinguished from mission transportation expenses.

31. Final Return Operations — January 3, 2029
The Coordinator will:
· Activate the final airport transportation plan. 
· Verify vehicles and drivers before loading. 
· Confirm each housing property’s passenger and baggage count. 
· Assign passengers to vehicles. 
· Maintain family, minor, and accessibility arrangements. 
· Record departures. 
· Monitor every vehicle. 
· Activate backup transportation for delays or breakdowns. 
· Confirm airport arrivals. 
· Reconcile passengers and baggage with Airport Operations. 
· Complete property and vehicle sweeps. 
· Keep transportation resources available until leadership releases them. 
· Reconcile final driver, vehicle, fuel, and vendor records. 
· Close active routes only after every traveler has reached the airport or an approved alternate status. 

32. Authority
Within approved plans, the Coordinator may:
· Develop transportation schedules. 
· Assign vehicles to routes. 
· Assign passenger groups. 
· Direct dispatch operations. 
· Approve routine schedule adjustments. 
· Delay or stop a movement because of safety concerns. 
· Activate approved alternate routes. 
· Request backup vehicles. 
· Prioritize emergency medical movement. 
· Refuse unauthorized passengers or unsafe cargo. 
· Require passenger recounts. 
· Escalate driver, vehicle, security, or conduct concerns. 
· Recommend vendor suspension. 
The Coordinator may not approve unverified drivers, unsafe vehicles, major contracts, or unauthorized financial commitments.

33. Limitations
The Coordinator may not:
· Instruct drivers to speed or violate traffic laws. 
· Overload vehicles. 
· Allow passengers in unsafe cargo areas. 
· Use unauthorized drivers or vehicles. 
· Transport minors without required supervision. 
· Publish real-time routes or sensitive locations. 
· Provide clinical direction. 
· Interfere with emergency responders. 
· Make undocumented cash payments. 
· Permit unofficial side trips. 
· Allow volunteers to redirect drivers. 
· Conceal accidents, delays, breakdowns, or missing passengers. 
· Use test records on active manifests. 
· Leave a passenger stranded without an approved plan. 
· Continue movement when the Safety Officer has placed a route on hold. 

34. Transportation Workflow
The standard workflow should be:
Department Request Submitted → Purpose and Passenger Count Verified → Safety and Route Review Completed → Request Approved → Vehicle and Driver Assigned → Manifest Prepared → Passengers and Cargo Loaded → Departure Count Verified → Dispatch Releases Vehicle → Movement Monitored → Arrival Count Confirmed → Return Movement Assigned → Final Arrival Recorded → Vehicle and Passenger Status Reconciled → Incident or Variance Closed

35. Timeline and Deliverables
Phase 1: August–December 2026
The Coordinator will:
· Meet with the Logistics Director and Mission Director. 
· Review the mission’s programs and schedule. 
· Develop transportation scenarios for 100, 150, and 200 participants. 
· Draft the Transportation Management Plan. 
· Identify preliminary routes and movement categories. 
· Estimate vehicle and driver needs. 
· Develop passenger-accountability requirements. 
· Establish transportation-request procedures. 
· Identify accessible and medical-transport needs. 
· Estimate fuel and vendor costs. 
· Develop a preliminary emergency and backup plan. 
· Create the transportation risk register. 
Required deliverables
· Transportation Management Plan. 
· Capacity scenarios. 
· Preliminary route map. 
· Vehicle and driver estimates. 
· Passenger-manifest framework. 
· Transportation-request process. 
· Preliminary budget. 
· Emergency transportation framework. 
· Risk register. 

Phase 2: January–December 2027
The Coordinator will build the system.
Responsibilities include:
· Develop route and dispatch forms. 
· Identify Haitian transportation companies. 
· Obtain preliminary quotations. 
· Review available vehicle types. 
· Develop vendor-screening requirements. 
· Create passenger-manifest procedures. 
· Develop airport, housing, program, crusade, and emergency transport plans. 
· Establish communication and check-in procedures. 
· Develop minor and accessibility standards. 
· Create delay, breakdown, collision, and missing-passenger procedures. 
· Design the dispatch status system. 
· Test schedules using fictional program data. 
· Conduct tabletop exercises. 
· Update the budget and risk register. 
By December 2027
The Coordinator should have:
· A preliminary transportation network. 
· Potential transportation vendors. 
· Route templates. 
· Dispatch procedures. 
· Passenger controls. 
· Emergency procedures. 
· Preliminary airport and crusade plans. 
· Updated capacity and cost estimates. 

Phase 3: January–June 2028
The Coordinator will move toward confirmed operations.
Responsibilities include:
· Update program-site and housing information. 
· Obtain current vendor quotations. 
· Verify route travel times through local partners. 
· Confirm vehicle availability. 
· Coordinate vendor due diligence. 
· Develop preliminary daily schedules. 
· Recruit transportation assistants. 
· Identify dispatch personnel. 
· Coordinate driver and vehicle standards with Fleet. 
· Confirm accessible vehicle options. 
· Confirm emergency referral transport. 
· Develop cargo and equipment movement schedules. 
· Begin training lead personnel. 
· Provide monthly readiness reports. 

Phase 4: July–September 2028
The Coordinator will finalize the transportation network.
Responsibilities include:
· Confirm housing and program locations. 
· Conduct or obtain route assessments. 
· Finalize vehicle requirements. 
· Develop detailed airport and daily mission schedules. 
· Finalize crusade transportation. 
· Confirm loading and parking zones. 
· Assign route leads and alternates. 
· Conduct dispatch simulations. 
· Test passenger counts. 
· Test breakdown and security-hold procedures. 
· Finalize communication protocols. 
· Confirm emergency transportation. 
· Coordinate fuel planning. 
· Develop the fellowship-period framework. 
Deliverables
· Route directory. 
· Preliminary master schedule. 
· Dispatch roster. 
· Vehicle assignment plan. 
· Passenger-group plan. 
· Airport transportation plan. 
· Crusade transportation plan. 
· Emergency referral plan. 
· Communication plan. 
· Contingency procedures. 

Phase 5: October–November 2028
The Coordinator will:
· Reconfirm participant and program counts. 
· Reconfirm vendors, vehicles, and drivers. 
· Update travel times. 
· Finalize daily transportation schedules. 
· Finalize passenger groups. 
· Confirm minor and accessibility needs. 
· Conduct full transportation rehearsals. 
· Coordinate route safety with the Safety Officer. 
· Finalize cargo and equipment movements. 
· Confirm dispatch location and equipment. 
· Prepare printed and offline schedules. 
· Finalize fuel and backup vehicle arrangements. 
· Train route leaders and dispatchers. 

Phase 6: December 1–13, 2028
The Coordinator will:
· Reconfirm all active routes. 
· Reconfirm vehicles and backup vehicles. 
· Coordinate final driver approvals with Fleet. 
· Finalize airport arrival assignments. 
· Finalize housing drop-off routes. 
· Verify radio, phone, charger, and contact readiness. 
· Prepare vehicle signs and manifests. 
· Confirm fuel access. 
· Confirm medical referral vehicles. 
· Reconfirm crusade parking and return arrangements. 
· Conduct a final tabletop exercise. 
· Brief all department leaders. 
· Submit final transportation readiness certification to the Logistics Director. 

36. Emergency Responsibilities
During a transportation emergency, the Coordinator will:
· Follow the Mission Director and Safety Officer. 
· Maintain the active vehicle status board. 
· Account for passengers, drivers, and vehicles. 
· Coordinate medical assistance. 
· Hold or redirect vehicles. 
· Activate backup transportation. 
· Protect minors and vulnerable passengers. 
· Restrict unauthorized communications. 
· Preserve manifests and incident information. 
· Coordinate housing, hospital, airport, or secure-site movements. 
· Maintain operations until every affected person has an assigned status. 
· Document all material decisions. 

37. Records and Documentation
The Coordinator must maintain:
· Transportation plans. 
· Vendor records. 
· Route assessments. 
· Route directory. 
· Vehicle capacities. 
· Driver assignments. 
· Transportation requests. 
· Daily schedules. 
· Dispatch logs. 
· Passenger manifests. 
· Departure and arrival counts. 
· Accessibility arrangements. 
· Minor travel records. 
· Cargo and equipment movement records. 
· Fuel coordination records. 
· Delay and route-change records. 
· Breakdown reports. 
· Collision reports. 
· Missing-passenger reports. 
· Security-hold records. 
· Medical referral transportation records. 
· Vendor performance records. 
· Final reconciliation. 
· Final report and lessons learned. 

38. Performance Indicators
Performance may be evaluated using:
· Percentage of scheduled trips completed. 
· On-time departure and arrival rates. 
· Passenger-manifest accuracy. 
· Number of unaccounted-for passengers. 
· Vehicle-capacity compliance. 
· Accessible transport completion. 
· Minor supervision compliance. 
· Average delay time. 
· Backup vehicle response time. 
· Number of preventable breakdown disruptions. 
· Number of unauthorized passengers or trips. 
· Medical referral transport response. 
· Department satisfaction. 
· Fuel and route efficiency. 
· Incident-reporting timeliness. 
· Airport transfer success. 
· Final return success. 
· Accuracy and timeliness of reports. 

39. Key Risks to Manage
The Coordinator must actively manage:
· Insufficient vehicle capacity. 
· Unsafe or unapproved vehicles. 
· Unqualified drivers. 
· Overloading. 
· Traffic delays. 
· Poor road conditions. 
· Road closures. 
· Vehicle breakdown. 
· Collision. 
· Fuel shortage. 
· Security threats. 
· Night travel. 
· Missing passengers. 
· Unsupervised minors. 
· Disability-access barriers. 
· Unauthorized side trips. 
· Cargo hazards. 
· Inaccurate manifests. 
· Communication failure. 
· Airport delays. 
· Program teams stranded at sites. 
· Volunteer pressure on drivers. 
· Lack of backup transportation. 

40. Immediate First 30-Day Action Plan
Within the first 30 days, the Transportation Coordinator should:
1. Meet with the Logistics Director and Mission Director. 
2. Review every mission program and location requirement. 
3. Develop capacity plans for 100, 150, and 200 participants. 
4. Draft the Transportation Management Plan. 
5. Identify transportation categories and preliminary routes. 
6. Estimate vehicle and driver requirements. 
7. Create the transportation-request process. 
8. Draft passenger-manifest procedures. 
9. Establish loading and accountability standards. 
10. Develop minor and accessibility requirements. 
11. Draft dispatch procedures. 
12. Identify medical and emergency transportation needs. 
13. Develop breakdown, collision, security, and missing-passenger procedures. 
14. Estimate fuel and vendor costs. 
15. Develop airport and crusade transportation concepts. 
16. Prepare the preliminary budget. 
17. Create the transportation risk register. 
18. Submit the initial plan to the Logistics Director. 

41. Closing Responsibility Statement
The Transportation Coordinator is responsible for ensuring that every approved UnityReach Global movement has a safe vehicle, authorized driver, verified passenger or cargo assignment, appropriate route, reliable communication, and documented completion.
Transportation is not merely providing vehicles. It is a controlled accountability system that must know who is moving, where they are going, when they should arrive, and what action will be taken when plans change.

