UnityReach Global Airport Operations Coordinator
Complete Responsibilities: Appointment–January 3, 2029
1. Position Purpose
The Airport Operations Coordinator is responsible for planning and directing UnityReach Global’s group movement through airports during departure from Fort Lauderdale, arrival in Haiti, departure from Haiti, and final arrival in Florida.
The Coordinator manages the physical airport process for approximately 100–200 volunteers, leaders, families, minors, and travelers requiring assistance.
The position ensures that:
· Travelers arrive at the airport on time. 
· Check-in occurs in an orderly manner. 
· Passports and boarding documents are ready for inspection. 
· Group baggage is identified and controlled. 
· Travelers remain accounted for. 
· Minors and vulnerable travelers are supervised. 
· Airport and airline rules are followed. 
· Immigration, customs, security, and baggage procedures are clearly communicated. 
· Missing travelers, documents, and baggage are reported promptly. 
· The group remains organized during delays or emergencies. 
· Every traveler is transferred to the next responsible team. 
The Airport Operations Coordinator manages airport movement but does not replace airline, immigration, customs, security, law-enforcement, or airport authority personnel.

2. Mission Airport Movements
The Coordinator will manage four primary operations:
1. December 14, 2028: Group departure from Fort Lauderdale-Hollywood International Airport. 
2. December 14, 2028: Group arrival in Haiti. 
3. January 3, 2029: Group departure from Haiti. 
4. January 3, 2029: Group arrival at Fort Lauderdale-Hollywood International Airport. 
The Coordinator may also support:
· Early returns. 
· Medical evacuations. 
· Emergency departures. 
· Flight diversions. 
· Travelers placed on alternate flights. 
· Delayed baggage recovery. 
· Approved leadership or cargo movements. 

3. Reporting Relationship
The Airport Operations Coordinator:
· Reports directly to the Logistics Director. 
· Works under the operational authority of the Mission Director. 
· Works closely with the Travel and Airline Coordinator. 
· Coordinates airport transportation with the Transportation Coordinator. 
· Coordinates vehicles and drivers with the Fleet and Driver Coordinator. 
· Coordinates group cargo and customs with the Cargo and Customs Coordinator. 
· Coordinates housing check-in and checkout with the Housing Coordinator. 
· Coordinates volunteer rosters with the Volunteer Director. 
· Coordinates medical assistance with the Medical Director. 
· Coordinates emergency and crowd safety with the Safety Officer. 
· Coordinates traveler records with the Administrative Coordinator. 
· Coordinates family notifications and public communication with the Communications Director when authorized. 
· Coordinates baggage-related payments with the Finance Director. 
· Works with airline representatives, airport authorities, immigration officials, customs officials, security personnel, porters, and approved local partners. 
The Coordinator may supervise terminal leads, check-in team leaders, baggage teams, family and minor liaisons, mobility-assistance liaisons, gate monitors, head counters, bus-loading personnel, and communication runners.

4. Required Qualifications
The Coordinator should demonstrate:
· Experience managing groups in airports, transportation hubs, events, travel programs, missions, or large conferences. 
· Understanding of airline check-in, security, immigration, customs, gates, and baggage claim. 
· Strong crowd-management and communication skills. 
· Ability to maintain accurate passenger counts. 
· Calm decision-making during delays and emergencies. 
· Ability to supervise team leaders. 
· Strong situational awareness. 
· Ability to coordinate families, children, older adults, and people with disabilities. 
· Ability to protect passports and sensitive records. 
· Willingness to follow instructions from airline and government authorities. 
· Ability to stand and move for extended periods. 
Haitian Creole or French proficiency is strongly preferred for Haiti airport operations.

5. Airport Command Structure
For large group movements, the Coordinator will establish:
· Airport Operations Coordinator. 
· Deputy or alternate. 
· Airline check-in liaison. 
· Travel manifest lead. 
· Terminal or zone leaders. 
· Baggage team lead. 
· Group cargo liaison. 
· Family and minor liaison. 
· Accessibility and medical-assistance liaison. 
· Security liaison. 
· Gate monitor. 
· Transportation-loading lead. 
· Communications runner. 
· Final sweep team. 
Each person must have a written assignment, identifiable credentials, and a designated alternate where necessary.

6. Travel Group Structure
The Coordinator should divide 100–200 travelers into manageable groups.
A preliminary model may include:
· Groups of approximately 15–25 travelers. 
· One trained group leader. 
· One alternate group leader. 
· Families kept together. 
· Minors linked to approved adults. 
· Travelers requiring assistance placed in groups with appropriate support. 
· Department assignments considered where operationally helpful. 
· Each traveler assigned a group number or color. 
· Each piece of baggage labeled with traveler and group identifiers. 
The group structure should remain consistent from airport arrival through transportation and housing handoff whenever practical.

7. Airport Operations Plan
The Coordinator will prepare a written plan for every airport movement showing:
· Flight and terminal information. 
· Leadership arrival time. 
· General traveler arrival time. 
· Meeting point. 
· Check-in zones. 
· Group assignments. 
· Staff positions. 
· Baggage flow. 
· Special-assistance arrangements. 
· Minor supervision. 
· Security-screening instructions. 
· Gate movement. 
· Boarding accountability. 
· Arrival and baggage-claim procedures. 
· Customs flow. 
· Bus or vehicle loading. 
· Emergency contacts. 
· Communication methods. 
· Delay and cancellation plans. 
· Missing-person procedure. 
· Final handoff and reconciliation. 

8. Fort Lauderdale Departure Preparation
Before December 14, 2028, the Coordinator will:
· Conduct a site visit to FLL where practical. 
· Identify the airline terminal and group check-in area. 
· Confirm where buses or personal vehicles may unload. 
· Identify parking and waiting restrictions. 
· Confirm airline group check-in procedures. 
· Determine whether checked bags can be processed by group or individually. 
· Identify wheelchair and special-assistance meeting points. 
· Identify restrooms and accessible routes. 
· Identify security-screening access. 
· Confirm airport assembly restrictions. 
· Identify emergency exits and law-enforcement locations. 
· Establish a location for travel-problem resolution. 
· Develop clear maps and instructions for volunteers. 
· Coordinate with airline representatives before departure. 

9. Traveler Arrival at FLL
The Coordinator will establish staggered or controlled arrival procedures if needed.
On arrival, each traveler should:
1. Report to the UnityReach Global check-in point. 
2. Present the required travel document. 
3. Confirm attendance. 
4. Receive or confirm group assignment. 
5. Verify baggage count. 
6. Resolve missing documentation with the appropriate desk. 
7. Proceed to airline check-in when directed. 
8. Return to or continue through the designated group flow. 
9. Notify the group leader before leaving the area. 
10. Remain reachable. 
Travelers should not leave baggage unattended or give passports to unauthorized volunteers.

10. UnityReach Global Airport Check-In
Before airline check-in, the operations team may verify:
· Traveler’s name. 
· Group. 
· Presence. 
· Passport in hand. 
· Required supporting documents. 
· Number of checked bags. 
· Carry-on compliance. 
· Luggage tags. 
· Special-assistance status. 
· Minor’s responsible adult. 
· Emergency contact. 
· Unresolved travel hold. 
This organizational check does not replace airline or government document inspection.
Full passport information should not be called out publicly.

11. Airline Check-In Coordination
The Coordinator will:
· Maintain direct contact with the airline group desk. 
· Establish orderly lines by group or family. 
· Keep travelers from crowding counters. 
· Direct passengers with problems to a separate resolution area. 
· Coordinate baggage tags and fees. 
· Confirm special assistance. 
· Monitor airline processing progress. 
· Track which travelers have completed check-in. 
· Record major airline changes. 
· Coordinate unresolved ticket issues with the Travel and Airline Coordinator. 
· Prevent volunteers from arguing with airline personnel. 
· Escalate issues through the designated airline contact. 
· Confirm all checked travelers receive boarding documents. 

12. Baggage Control
The Coordinator will work with the baggage and cargo teams to ensure:
· Every checked bag has a traveler or organizational owner. 
· Bags have approved UnityReach Global identification. 
· Group cargo is not confused with personal baggage. 
· Bag counts are recorded. 
· Oversize or overweight items are identified. 
· Prohibited or questionable items are removed or escalated. 
· Baggage receipts remain with the traveler or authorized organizational custodian. 
· Unattended baggage is reported. 
· No person is asked to carry an unknown bag. 
· Bags are not opened publicly unless required by authorities. 
· Missing baggage receipts are documented. 
· Group equipment bags have an assigned custodian. 
The Coordinator must never instruct a traveler to provide false information about a bag’s ownership or contents.

13. Security Screening
Before the group approaches security, the Coordinator will remind travelers to:
· Have boarding documents and passports ready. 
· Follow liquid and electronics rules. 
· Remove prohibited items. 
· Follow officer instructions. 
· Keep children supervised. 
· Request approved assistance when necessary. 
· Avoid jokes about weapons, explosives, or security threats. 
· Notify a group leader if selected for additional screening. 
· Regroup at the designated location after screening. 
UnityReach Global personnel must not interfere with security procedures or attempt to bypass screening.

14. Post-Security Accountability
After screening, the Coordinator will:
· Establish a regrouping point. 
· Require group leaders to conduct head counts. 
· Identify travelers delayed at screening. 
· Confirm assistance for minors and vulnerable travelers. 
· Prevent travelers from going to the wrong terminal or gate. 
· Communicate gate changes. 
· Establish food, restroom, and movement expectations. 
· Set a final gate check-in time. 
· Keep emergency contacts active. 
· Maintain the master status board or roster. 
Travelers should not leave the secure area without notifying and receiving direction from the airport leadership team.

15. Gate and Boarding Operations
The Coordinator will:
· Confirm the gate and boarding time. 
· Monitor airline announcements. 
· Organize travelers by airline boarding group. 
· Keep families and minors together. 
· Confirm travelers requiring early boarding. 
· Conduct a head count before boarding. 
· Track each traveler as boarded. 
· Resolve missing passengers immediately. 
· Coordinate gate-checked bags. 
· Confirm leadership boards last or as operationally assigned. 
· Reconcile the boarded count with the airline or Travel Coordinator. 
· Report the final status to mission leadership. 
No flight should be delayed by unnecessary group announcements, photographs, or ceremonies.

16. Minor and Family Controls
The Coordinator will ensure:
· Minors remain with their approved responsible adults. 
· Family groups are not separated unnecessarily. 
· A minor’s responsible adult is identifiable. 
· No volunteer independently changes a minor’s assigned guardian. 
· Restroom and food breaks maintain supervision. 
· Boarding and deplaning counts include minors. 
· Custody or consent concerns are escalated. 
· Children are not left with airport personnel unless required by official procedures and documented. 
· Final release at FLL occurs to the authorized adult where applicable. 

17. Accessibility and Special Assistance
The Coordinator will:
· Confirm requested airline assistance in advance. 
· Identify wheelchair users and mobility needs. 
· Confirm accessible routes. 
· Provide extra check-in time. 
· Coordinate boarding assistance. 
· Track mobility devices. 
· Document gate-checked wheelchairs or equipment. 
· Ensure the traveler—not only the volunteer—is consulted. 
· Protect medical privacy. 
· Avoid lifting or transferring a person without training and consent. 
· Coordinate medications or medical devices with qualified personnel. 
· Develop a backup plan if airline assistance is delayed. 
A disability does not automatically justify separating a traveler from their family or chosen support person.

18. Haiti Arrival Operations
Upon arrival in Haiti, the Coordinator will:
· Confirm all travelers have left the aircraft or identify anyone requiring assistance. 
· Organize the group before immigration where airport rules permit. 
· Ensure travelers keep their own passports. 
· Direct travelers through immigration. 
· Establish a post-immigration regrouping point. 
· Identify anyone delayed by officials. 
· Avoid interfering with government processing. 
· Coordinate baggage claim. 
· Reconcile checked baggage. 
· Report missing or damaged bags. 
· Coordinate customs procedures. 
· Keep organizational cargo with its authorized custodians. 
· Conduct a post-customs head count. 
· Direct travelers to assigned vehicles. 
· Confirm luggage is loaded correctly. 
· Transfer accountability to the Transportation Coordinator. 
· Record the final airport departure count. 

19. Immigration and Customs Conduct
The Coordinator will instruct travelers to:
· Answer officials truthfully. 
· Present their own documents. 
· Declare items as required. 
· Avoid jokes or confrontational behavior. 
· Request an interpreter where available and necessary. 
· Contact the designated UnityReach Global liaison if delayed. 
· Avoid photographing restricted areas. 
· Avoid using phones where prohibited. 
· Never offer unofficial payments. 
· Never make false statements about baggage, cargo, or purpose of travel. 
Only authorized organizational representatives should address group-level questions.

20. Transportation Loading
Before any vehicle leaves the airport, the Coordinator will ensure:
· Passenger groups are assigned to vehicles. 
· Drivers and vehicles are verified. 
· Baggage is assigned to the correct vehicle. 
· Minors are with approved adults. 
· Travelers requiring assistance are accommodated. 
· Passenger counts are completed. 
· A vehicle manifest is provided to the Transportation Coordinator. 
· No unidentified person joins a mission vehicle. 
· No traveler is left in the terminal. 
· The final airport sweep is completed. 
· Mission leadership receives departure confirmation. 

21. Airport Sweep Procedure
The final sweep team will inspect authorized public areas such as:
· Check-in area. 
· Group meeting point. 
· Restrooms where appropriate. 
· Security regrouping area. 
· Gate seating area. 
· Baggage claim. 
· Customs exit. 
· Vehicle pickup zone. 
The team will look for:
· Missing travelers. 
· Unattended baggage. 
· Passports or boarding documents. 
· Organizational equipment. 
· Controlled forms. 
· Mobility equipment. 
· Children or vulnerable travelers separated from the group. 
The sweep team must not enter restricted airport areas without permission.

22. Missing Traveler Procedure
If a traveler cannot be located, the Coordinator will:
1. Confirm the person is actually missing and not reassigned. 
2. Check the latest recorded location. 
3. Contact the traveler. 
4. Notify their group leader. 
5. Check restrooms, assistance areas, airline counters, security delays, baggage claim, or medical areas as appropriate. 
6. Notify the Travel and Airline Coordinator. 
7. Notify the Safety Officer and Mission Director when escalation is required. 
8. Contact airline or airport authorities. 
9. Prevent unnecessary group-wide panic. 
10. Document decisions about holding or releasing the group. 
11. Ensure minors are escalated immediately. 
12. Record the final outcome. 
No volunteer should independently leave the airport to search without authorization.

23. Lost Passport or Travel Document
If a travel document is lost at an airport, the Coordinator will:
· Move the traveler to a controlled support area. 
· Notify the Travel and Airline Coordinator. 
· Search appropriate locations. 
· Contact airport lost-and-found, airline, or authorities. 
· Review available secure copies. 
· Protect the traveler’s personal information. 
· Avoid leaving the person alone if they are a minor or vulnerable. 
· Determine whether travel remains possible through official channels. 
· Coordinate transportation or lodging if travel is interrupted. 
· Document the incident. 
UnityReach Global personnel may not alter, reproduce fraudulently, or misrepresent travel documents.

24. Missing or Damaged Baggage
The Coordinator will ensure:
· The traveler reports the issue before leaving the airport where possible. 
· Baggage receipts are available. 
· An airline claim number is obtained. 
· The bag description is documented. 
· The traveler provides a safe delivery location. 
· Organizational bags are reported to Logistics. 
· Essential medical or personal needs are escalated. 
· Reimbursement promises are not made without authority. 
· Claim progress is tracked. 
· Recovered baggage is transferred to the verified owner. 
· Final resolution is recorded. 

25. Delay, Diversion, or Cancellation
During a delay or cancellation, the Coordinator will:
· Confirm information through the airline. 
· Coordinate with the Travel and Airline Coordinator. 
· Establish a group meeting point. 
· Conduct regular head counts. 
· Communicate verified updates. 
· Coordinate meals, water, restrooms, and accessibility needs. 
· Keep minors supervised. 
· Prevent travelers from booking independent travel without approval. 
· Coordinate rebooking. 
· Support lodging or transportation decisions. 
· Protect baggage and equipment. 
· Record airline instructions and costs. 
· Adjust arrival transportation and housing. 
· Maintain airport coverage until every traveler has a plan. 

26. Crowd and Conflict Management
The Coordinator will:
· Use clear signage. 
· Divide the group into manageable units. 
· Separate problem-resolution lines from routine check-in. 
· Prevent entrances and counters from being blocked. 
· Use calm instructions. 
· Avoid public arguments. 
· Refer threatening behavior to airport security. 
· Never physically restrain a traveler unless required to prevent immediate serious harm and performed by authorized personnel. 
· Document serious misconduct. 
· Follow the Mission Director’s conduct process. 

27. Return Preparation — December 24, 2028–January 2, 2029
The Coordinator will:
· Review lessons from arrival operations. 
· Reconfirm Haiti departure-airport procedures. 
· Confirm terminal access and vehicle unloading. 
· Verify check-in opening time. 
· Reconfirm airline group procedures. 
· Confirm baggage and cargo arrangements. 
· Reconfirm passenger groups. 
· Update the staffing plan. 
· Reconfirm minor and special-assistance needs. 
· Prepare return signage and manifests. 
· Confirm passport-readiness checks. 
· Coordinate housing checkout and vehicle loading. 
· Establish an early departure schedule from lodging. 
· Prepare delay, missing-traveler, and document-loss contingencies. 
· Brief all travelers before January 3. 

28. Return Day — January 3, 2029
Departure from lodging
The Coordinator will coordinate with Housing and Transportation to ensure:
· Travelers check out on time. 
· Passports are in hand. 
· Passenger groups are complete. 
· Baggage is labeled. 
· Room and property issues are addressed. 
· Vehicle manifests are accurate. 
· Baggage is placed on the correct vehicle. 
· A final lodging sweep is completed. 
· Vehicles leave with adequate time. 
Haiti airport departure
The Coordinator will:
· Establish the group meeting point. 
· Conduct an arrival head count. 
· Coordinate airline check-in. 
· Manage baggage flow. 
· Support special assistance. 
· Maintain minor supervision. 
· Coordinate immigration and security movement. 
· Establish the post-security regrouping point. 
· Conduct the gate count. 
· Track boarding. 
· Report the final boarded count. 
· Manage any delayed or denied traveler. 
Arrival at FLL
The Coordinator will:
· Confirm all travelers have deplaned. 
· Direct the group through U.S. immigration procedures. 
· Establish a baggage-claim regrouping point. 
· Track travelers delayed for additional processing. 
· Reconcile baggage. 
· Report missing or damaged bags. 
· Direct travelers through customs. 
· Conduct the final head count. 
· Verify minors are released appropriately. 
· Support onward transportation. 
· Confirm every participant has departed the airport safely or entered an approved follow-up status. 
· Submit the airport operations closeout to mission leadership. 

29. Authority
Within approved plans, the Coordinator may:
· Assign airport team roles. 
· Establish group meeting points and movement times. 
· Direct traveler staging and group flow. 
· Require head counts. 
· Separate routine travelers from problem-resolution cases. 
· Request airport, airline, medical, or security assistance. 
· Hold a group temporarily while accounting for a traveler when operationally reasonable. 
· Reassign airport personnel. 
· Stop unauthorized baggage loading. 
· Escalate a traveler who is not ready or compliant. 
· Activate approved delay and missing-person procedures. 
The Coordinator may not overrule airline, security, immigration, customs, law enforcement, or airport authorities.

30. Limitations
The Coordinator may not:
· Hold or confiscate passports without an approved reason. 
· Guarantee boarding or entry. 
· Interfere with security screening. 
· Make false customs statements. 
· Offer unofficial payments. 
· Open personal baggage without consent or authority. 
· Leave a minor without approved supervision. 
· Publish passenger or passport information. 
· Make unauthorized flight changes. 
· Promise reimbursement. 
· Allow unverified individuals onto mission vehicles. 
· Encourage travelers to bypass airport rules. 
· Physically confront airline or government personnel. 
· Abandon a delayed traveler without an approved support plan. 
· Mark a traveler boarded or arrived without verification. 

31. Timeline and Deliverables
Phase 1: August–December 2026
The Coordinator will:
· Meet with the Logistics Director and Mission Director. 
· Review the preliminary airline plan. 
· Estimate airport staffing for 100 and 200 travelers. 
· Draft the Airport Operations Plan. 
· Develop the travel-group model. 
· Define head-count and accountability procedures. 
· Identify special-assistance and minor controls. 
· Develop preliminary baggage-flow procedures. 
· Create departure, arrival, and emergency workflows. 
· Identify equipment, signage, and communication needs. 
· Prepare a preliminary budget. 
· Create an airport operations risk register. 
Required deliverables
· Airport Operations Plan. 
· Staffing model for 100 and 200 travelers. 
· Passenger-group structure. 
· Accountability procedure. 
· Baggage-flow plan. 
· Minor and accessibility plan. 
· Preliminary budget. 
· Risk register. 

Phase 2: January–December 2027
The Coordinator will develop airport systems.
Responsibilities include:
· Research FLL group operations. 
· Develop check-in and gate workflows. 
· Create airport team role descriptions. 
· Develop airport maps and traveler instructions. 
· Establish baggage-identification standards. 
· Create head-count and status forms. 
· Develop missing-person procedures. 
· Develop lost-document and baggage procedures. 
· Create delay and cancellation procedures. 
· Establish accessible traveler-support processes. 
· Develop minor handoff controls. 
· Test airport scenarios with fictional rosters. 
· Conduct tabletop exercises. 
· Update staffing and budget requirements. 

Phase 3: January–June 2028
The Coordinator will prepare personnel and operations.
Responsibilities include:
· Coordinate with the selected airline. 
· Confirm group check-in expectations. 
· Recruit airport team leaders. 
· Identify Haiti airport liaisons. 
· Develop traveler group assignments. 
· Coordinate preliminary transportation and housing handoffs. 
· Obtain accessibility and special-assistance information. 
· Develop terminal staging plans. 
· Identify airport communication equipment. 
· Begin team training. 
· Conduct a large-group movement simulation. 
· Document corrective actions. 
· Provide readiness reports. 

Phase 4: July–September 2028
The Coordinator will finalize airport procedures.
Responsibilities include:
· Conduct or arrange airport-site reviews. 
· Confirm check-in areas and terminal access. 
· Finalize staffing assignments and alternates. 
· Complete group-leader training. 
· Finalize signage and luggage-tag designs. 
· Test head-count procedures. 
· Test missing-traveler response. 
· Test baggage reconciliation. 
· Conduct delay and cancellation exercises. 
· Coordinate minor and disability support. 
· Finalize transport loading procedures. 
· Establish command and communications protocols. 
Deliverables
· Airport staffing roster. 
· Terminal operating plans. 
· Traveler group assignments. 
· Signage package. 
· Baggage-control package. 
· Head-count system. 
· Emergency procedures. 
· Transportation handoff plan. 

Phase 5: October–December 13, 2028
The Coordinator will complete final readiness.
Responsibilities include:
· Confirm final traveler groups. 
· Confirm airport staff. 
· Verify training completion. 
· Reconfirm airline check-in procedures. 
· Finalize FLL and Haiti airport plans. 
· Confirm minor and special-assistance lists. 
· Prepare role-limited manifests. 
· Distribute airport maps and instructions. 
· Prepare signs, radios, counters, tags, forms, and backup batteries. 
· Conduct a full tabletop rehearsal. 
· Test communication trees. 
· Coordinate final transportation and housing handoffs. 
· Submit readiness certification to the Logistics Director. 

32. Emergency Responsibilities
During an airport emergency, the Coordinator will:
· Follow airport authorities, the Mission Director, and the Safety Officer. 
· Stop routine movement. 
· Account for travelers. 
· Keep minors and vulnerable travelers supervised. 
· Direct the group away from hazards. 
· Avoid blocking emergency personnel. 
· Follow evacuation or shelter instructions. 
· Request medical assistance. 
· Establish a regrouping location when permitted. 
· Record missing, injured, detained, or separated travelers. 
· Protect sensitive records. 
· Avoid public speculation or unauthorized media statements. 
· Maintain coordination until every traveler has an assigned status. 

33. Records and Documentation
The Coordinator must maintain:
· Airport operations plans. 
· Staff assignments. 
· Training records. 
· Role-limited passenger manifests. 
· Group assignments. 
· Special-assistance records. 
· Minor supervision and handoff records. 
· Airport maps and staging plans. 
· Airline contact information. 
· Baggage counts. 
· Cargo handoff records. 
· Check-in status. 
· Security regrouping counts. 
· Gate counts. 
· Boarding counts. 
· Arrival counts. 
· Vehicle handoff manifests. 
· Missing-person reports. 
· Lost-document reports. 
· Missing or damaged baggage reports. 
· Delay and cancellation records. 
· Airport incident reports. 
· Final reconciliation and lessons learned. 

34. Performance Indicators
Performance may be evaluated using:
· Percentage of travelers arriving by the required time. 
· Check-in completion rate. 
· Accuracy of passenger counts. 
· Number of preventable missed flights. 
· Number of travelers separated from the group. 
· Baggage-reconciliation accuracy. 
· Minor-supervision compliance. 
· Special-assistance completion. 
· Average time required for group check-in. 
· Number of unaccounted-for passengers at each checkpoint. 
· Transportation-handoff accuracy. 
· Response time for missing travelers. 
· Accuracy of boarding and arrival records. 
· Traveler satisfaction. 
· Compliance with airport and airline instructions. 
· Timeliness and completeness of incident reports. 
· Successful final return and release rate. 

35. Key Risks to Manage
The Coordinator must actively manage:
· Late travelers. 
· Missing travelers. 
· Group separation. 
· Lost passports. 
· Incorrect terminals or gates. 
· Airline schedule changes. 
· Long check-in lines. 
· Security-screening delays. 
· Unsupervised minors. 
· Inadequate disability assistance. 
· Unidentified baggage. 
· Excess or prohibited baggage. 
· Missing or damaged luggage. 
· Cargo mixed with personal baggage. 
· Inaccurate head counts. 
· Unsafe crowding. 
· Unauthorized airport access. 
· Transportation leaving without passengers. 
· Immigration or customs delays. 
· Data exposure. 
· Travelers independently changing plans. 
· Failure to complete the final airport sweep. 

36. Immediate First 30-Day Action Plan
Within the first 30 days, the Airport Operations Coordinator should:
1. Meet with the Logistics Director and Mission Director. 
2. Review the preliminary airline and traveler plan. 
3. Define airport staffing needs for 100 and 200 travelers. 
4. Draft the Airport Operations Plan. 
5. Develop the passenger-group structure. 
6. Establish checkpoint and head-count procedures. 
7. Draft FLL departure operations. 
8. Draft Haiti arrival operations. 
9. Draft Haiti departure operations. 
10. Draft FLL return operations. 
11. Establish baggage-control procedures. 
12. Develop minor and family safeguards. 
13. Develop accessibility and special-assistance procedures. 
14. Create missing-traveler and lost-document procedures. 
15. Identify signage, communication, and equipment needs. 
16. Prepare the preliminary budget. 
17. Create the airport operations risk register. 
18. Submit the initial plan to the Logistics Director. 

37. Closing Responsibility Statement
The Airport Operations Coordinator is responsible for maintaining control, communication, and accountability while moving UnityReach Global’s participants through complex international airport environments.
The Coordinator must know who is present, where each group belongs, which travelers require assistance, how baggage is controlled, and when accountability transfers to the next operational team.

