UnityReach Global Fleet and Driver Coordinator
Complete Responsibilities: Appointment–January 3, 2029
1. Position Purpose
The Fleet and Driver Coordinator is responsible for selecting, verifying, inspecting, assigning, monitoring, maintaining, and documenting all vehicles and drivers used during UnityReach Global’s 2028–2029 Cap-Haïtien Mission.
The Coordinator ensures that every mission vehicle:
· Is approved for its intended purpose. 
· Is operated by an authorized and qualified driver. 
· Has a documented safe passenger and cargo capacity. 
· Receives required inspections. 
· Is maintained and fueled appropriately. 
· Carries required safety and emergency equipment. 
· Has valid ownership, rental, insurance, or authorization records where applicable. 
· Is removed from service when unsafe. 
· Is tracked from assignment through return. 
The Coordinator also ensures that drivers follow approved routes, schedules, passenger-safety requirements, communication procedures, safeguarding rules, and incident-reporting requirements.

2. Operational Scope
The fleet may support:
· Airport transfers. 
· Housing transportation. 
· Medical, dental, and vision teams. 
· Emergency medical referrals. 
· Education programs. 
· Humanitarian relief distributions. 
· Community meal operations. 
· Water and sanitation projects. 
· Evangelism and Bible-study teams. 
· Crusade operations. 
· Cargo and equipment transport. 
· Staff and leadership movements. 
· Fellowship activities. 
· Emergency evacuation. 
· Final airport return on January 3, 2029. 
Fleet planning must remain scalable for approximately 100–200 mission participants.

3. Reporting Relationship
The Fleet and Driver Coordinator:
· Reports directly to the Logistics Director. 
· Works closely with the Transportation Coordinator, who controls mission routes and dispatch scheduling. 
· Works under the operational authority of the Mission Director. 
· Coordinates route risk and driver-safety concerns with the Safety Officer. 
· Coordinates airport vehicle requirements with the Airport Operations Coordinator. 
· Coordinates housing vehicle access with the Housing Coordinator. 
· Coordinates cargo vehicles with the Cargo and Customs Coordinator. 
· Coordinates warehouse loading with the Warehouse Coordinator. 
· Coordinates equipment assignments with the Equipment and Asset Coordinator. 
· Coordinates emergency referral vehicles with the Medical Director and Emergency Referral Coordinator. 
· Coordinates vehicle contracts, fuel, repair, and driver payments with the Finance Director. 
· Coordinates driver and volunteer records with the Administrative Coordinator. 
· Coordinates volunteer drivers with the Volunteer Director. 
· Works directly with Haitian transportation companies, vehicle owners, mechanics, fuel providers, insurers, and professional drivers. 
The Coordinator may supervise fleet inspectors, maintenance assistants, fuel-control personnel, driver supervisors, vehicle custodians, dispatch support personnel, and vehicle-cleaning teams.

4. Required Qualifications
The Coordinator should demonstrate:
· Experience in fleet management, transportation operations, vehicle rental, logistics, commercial driving, automotive maintenance, dispatch, or humanitarian operations. 
· Understanding of vehicle safety inspections. 
· Ability to review driver qualifications and vehicle records. 
· Ability to identify obvious mechanical and safety concerns. 
· Strong recordkeeping and scheduling skills. 
· Experience working with mechanics and vehicle vendors. 
· Knowledge of fuel management. 
· Ability to enforce safety requirements under operational pressure. 
· Calm response to breakdowns and collisions. 
· Integrity in managing vehicles, fuel, repairs, and vendor payments. 
· Cultural humility and ability to work respectfully with Haitian drivers. 
Mechanical assessments beyond the Coordinator’s competence must be completed by qualified mechanics.

5. Fleet Management Principles
The fleet system must follow these principles:
· Safety takes priority over schedule. 
· No unapproved driver may operate a mission vehicle. 
· No uninspected vehicle may enter service. 
· Vehicles must not exceed passenger or cargo capacity. 
· Drivers must not operate while impaired, ill, dangerously fatigued, or distracted. 
· Passengers must use available seat belts. 
· Cargo must be secured. 
· Drivers must follow approved dispatch instructions. 
· Fuel, maintenance, and repair expenses must be documented. 
· Accidents, breakdowns, and damage must be reported. 
· Keys must be controlled. 
· Mission vehicles may not be used for unauthorized personal trips. 
· Children and vulnerable passengers require appropriate supervision. 
· A vehicle may be removed from service without regard to ownership or leadership preference when it is unsafe. 

6. Fleet Needs Assessment
The Coordinator will work with Transportation to determine:
· Number of expected participants. 
· Number of housing locations. 
· Number of simultaneous routes. 
· Airport baggage capacity. 
· Daily program-team requirements. 
· Crusade transportation needs. 
· Medical referral requirements. 
· Accessible vehicle needs. 
· Cargo and equipment requirements. 
· Road conditions. 
· Parking limitations. 
· Fuel availability. 
· Maintenance access. 
· Driver coverage. 
· Backup capacity. 
· Nighttime operations. 
· Emergency evacuation requirements. 
Separate fleet plans should be prepared for:
· 100 participants. 
· 150 participants. 
· 200 participants. 

7. Vehicle Categories
The fleet may include:
· Full-size buses. 
· Minibuses. 
· Passenger vans. 
· SUVs. 
· Cars. 
· Cargo vans. 
· Box trucks. 
· Pickup trucks for approved cargo use. 
· Water or sanitation service vehicles. 
· Emergency medical referral vehicles. 
· Accessible vehicles where available. 
· Motorcycles only when specifically authorized for appropriate operational duties. 
· Backup vehicles. 
Passenger transportation in open truck beds or unsafe cargo compartments is prohibited except when a genuine life-threatening emergency requires an authorized alternative.

8. Vehicle Vendor and Owner Due Diligence
Before entering an agreement, the Coordinator will verify:
· Vendor or owner identity. 
· Authority to provide the vehicle. 
· Business contact information. 
· Vehicle ownership or control. 
· Vehicle registration. 
· Insurance where available or required. 
· Maintenance history where obtainable. 
· Driver arrangements. 
· Vehicle replacement procedures. 
· Breakdown support. 
· Repair responsibilities. 
· Fuel responsibilities. 
· Daily operating hours. 
· Overtime terms. 
· Damage and accident procedures. 
· Payment information. 
· References or prior performance. 
· Conflict-of-interest disclosures. 
The lowest quotation should not be selected when it creates unacceptable vehicle, driver, insurance, capacity, or reliability risk.

9. Vehicle Inspection
Every vehicle should be inspected before final approval and again before active deployment.
The inspection should cover:
Identification and documentation
· Make and model. 
· Year where available. 
· License plate. 
· Vehicle identification number where appropriate. 
· Registration. 
· Ownership or rental documentation. 
· Insurance. 
· Authorized capacity. 
· Assigned use. 
Exterior
· Tires and tread. 
· Spare tire. 
· Wheels and lug nuts. 
· Windshield. 
· Windows. 
· Mirrors. 
· Headlights. 
· Brake lights. 
· Turn signals. 
· Hazard lights. 
· Body damage. 
· Doors. 
· Fuel leaks. 
· Fluid leaks. 
· Loading steps and handholds. 
Interior
· Seats. 
· Seat mounting. 
· Seat belts where installed. 
· Aisles. 
· Emergency exits. 
· Door operation. 
· Interior lighting. 
· Driver visibility. 
· Excessive loose objects. 
· Ventilation or air conditioning. 
· Cleanliness. 
· Sharp edges. 
· Fire extinguisher. 
· First-aid kit. 
· Warning triangle or reflective equipment. 
· Basic emergency tools. 
Mechanical and operational
· Brakes. 
· Steering. 
· Suspension. 
· Engine condition. 
· Transmission. 
· Horn. 
· Battery. 
· Fluids. 
· Wipers. 
· Cooling system. 
· Fuel system. 
· Starting reliability. 
· Unusual noise or vibration. 
Qualified mechanics must address concerns that require professional evaluation.

10. Vehicle Approval Status
Suggested vehicle statuses include:
· Identified. 
· Documentation pending. 
· Inspection scheduled. 
· Inspection failed. 
· Corrective action required. 
· Reinspection pending. 
· Approved. 
· Assigned. 
· Active. 
· Maintenance due. 
· Temporarily out of service. 
· Accident hold. 
· Security hold. 
· Retired. 
· Returned. 
· Closed. 
An unsafe vehicle must remain out of service until a qualified person confirms that the required correction has been completed.

11. Driver Eligibility
Each driver must provide or verify, as applicable:
· Full legal name. 
· Contact information. 
· Valid driver’s license appropriate for the vehicle. 
· License expiration date. 
· Experience with the assigned vehicle type. 
· Knowledge of local roads. 
· Employer or vendor affiliation. 
· Driving-history information where obtainable. 
· References. 
· Availability. 
· Emergency contact. 
· Agreement to mission conduct and safety requirements. 
· Completion of required orientation. 
· Medical or fitness declaration where appropriate and permitted. 
A volunteer’s ordinary driver’s license may not qualify them to operate a bus, large passenger van, truck, or unfamiliar local vehicle.

12. Driver Screening
The Coordinator will assess:
· License validity. 
· Vehicle-class qualification. 
· Driving experience. 
· Local route knowledge. 
· Record of serious violations or collisions where obtainable. 
· History of impaired driving. 
· Ability to communicate with dispatch. 
· Ability to follow organizational instructions. 
· Familiarity with emergency procedures. 
· Professional conduct. 
· Safeguarding awareness. 
· Willingness to avoid unauthorized passengers and stops. 
· Ability to complete logs. 
A driver should be rejected or restricted when credible information suggests an unacceptable safety or conduct risk.

13. Driver Orientation
Every driver must receive orientation covering:
· Mission schedule. 
· Chain of command. 
· Dispatch procedures. 
· Approved routes. 
· Passenger capacity. 
· Seat-belt expectations. 
· Minor safeguarding. 
· Passenger conduct. 
· Cargo securement. 
· Phone and distraction rules. 
· Speed and traffic-law compliance. 
· Fatigue. 
· Alcohol and drug prohibition. 
· Fuel procedures. 
· Vehicle inspections. 
· Breakdown response. 
· Collision response. 
· Security incidents. 
· Missing passengers. 
· Medical emergencies. 
· Media and confidentiality. 
· Unauthorized stops and side trips. 
· Incident reporting. 
· Key and vehicle return. 
Orientation should be provided in a language the driver understands.

14. Driver Conduct Standards
Drivers must:
· Hold the required license. 
· Drive defensively. 
· Follow traffic laws. 
· Follow dispatch and safety instructions. 
· Wear a seat belt where available. 
· Require passengers to use available restraints. 
· Avoid speeding. 
· Avoid aggressive driving. 
· Avoid handheld phone use. 
· Stop safely before communicating when necessary. 
· Remain free from alcohol and illegal drugs. 
· Avoid medication that makes driving unsafe. 
· Report fatigue, illness, or impairment. 
· Refuse unsafe passenger or cargo loads. 
· Maintain professional boundaries. 
· Avoid harassment or inappropriate conversation. 
· Not request money, gifts, or favors from passengers. 
· Not transport unauthorized passengers. 
· Not make unauthorized stops. 
· Immediately report accidents and serious vehicle problems. 

15. Fatigue Management
The Coordinator will establish:
· Maximum scheduled driving periods. 
· Required breaks. 
· Minimum rest expectations. 
· Limits on late-night and early-morning consecutive assignments. 
· Alternate drivers for extended or critical routes. 
· Relief-driver procedures. 
· A process for drivers to report fatigue without retaliation. 
· Restrictions on driving after a long work shift. 
· Special monitoring for airport and crusade operations. 
Drivers must not be pressured to continue when they believe fatigue makes driving unsafe.

16. Alcohol, Drugs, and Impairing Medication
A driver may not operate a mission vehicle while impaired by:
· Alcohol. 
· Illegal drugs. 
· Misused prescription medication. 
· Sedating medication. 
· Extreme fatigue. 
· Illness affecting safe driving. 
· Any other substance or condition that compromises judgment or reaction. 
When impairment is suspected, the Coordinator will:
· Prevent the person from driving. 
· Secure the keys. 
· Assign an alternate driver. 
· Notify authorized leadership. 
· Protect passengers. 
· Document observable facts. 
· Avoid public accusations. 
· Follow applicable organizational and legal procedures. 

17. Daily Vehicle Inspection
Before the first assignment each day, the driver or fleet designee will check:
· Tires. 
· Visible leaks. 
· Lights. 
· Mirrors. 
· Windshield. 
· Wipers. 
· Horn. 
· Brakes. 
· Steering. 
· Fuel. 
· Seat and aisle condition. 
· Doors. 
· Safety equipment. 
· Cleanliness. 
· Communication device. 
· New damage. 
The driver will record:
· Date. 
· Vehicle. 
· Odometer or distance indicator where available. 
· Fuel level. 
· Findings. 
· Corrective action. 
· Driver signature or confirmation. 
· Fleet approval. 

18. Defect Reporting and Out-of-Service Rules
A vehicle should be removed from service for concerns such as:
· Brake failure or serious brake concern. 
· Unsafe tires. 
· Steering defect. 
· Fuel leak. 
· Serious electrical hazard. 
· Door or emergency-exit failure. 
· Unsafe seating. 
· Severe overheating. 
· Major fluid leak. 
· Critical lighting failure during required night use. 
· Structural instability. 
· Dangerous windshield obstruction. 
· Unsecured battery or fuel system. 
· Any condition deemed unsafe by a qualified professional. 
The Coordinator must:
1. Mark the vehicle out of service. 
2. Notify dispatch. 
3. Arrange replacement transportation. 
4. Document the defect. 
5. Obtain qualified repair. 
6. Require reinspection. 
7. Record the return-to-service authorization. 

19. Preventive Maintenance
The Coordinator will establish a maintenance schedule covering, as applicable:
· Oil and fluid checks. 
· Tires. 
· Brakes. 
· Steering and suspension. 
· Battery. 
· Cooling system. 
· Lights. 
· Wipers. 
· Belts and hoses. 
· Air conditioning or ventilation. 
· Emergency equipment. 
· Cleaning. 
· Manufacturer or vendor service requirements. 
Maintenance should be scheduled to avoid predictable mission disruption.

20. Fuel Management
The Coordinator will:
· Estimate fuel needs by route and vehicle. 
· Identify approved fuel vendors. 
· Establish refueling procedures. 
· Assign fuel cards, vouchers, or controlled cash only through approved systems. 
· Record date, vehicle, amount, cost, vendor, driver, and mileage where available. 
· Reconcile fuel use with routes. 
· Investigate unusual consumption. 
· Protect fuel from theft. 
· Store emergency fuel only through safe, approved procedures. 
· Prevent fuel containers from being carried in passenger compartments. 
· Coordinate shortages with Transportation and Finance. 
Drivers may not purchase fuel from unauthorized sources except during a documented emergency.

21. Key Control
The Coordinator will maintain:
· Vehicle. 
· Key identifier. 
· Person receiving the key. 
· Date and time issued. 
· Purpose. 
· Expected return. 
· Actual return. 
· Lost-key report. 
· Duplicate-key status. 
Keys must:
· Remain in controlled storage when not assigned. 
· Not be copied without permission. 
· Not be left unattended in vehicles. 
· Not be transferred between drivers without record. 
· Be recovered when a vehicle is removed from service. 
· Be returned at the end of each shift unless otherwise approved. 

22. Vehicle Assignment
Every assignment should identify:
· Vehicle. 
· Driver. 
· Alternate driver. 
· Route. 
· Dispatch time. 
· Passenger or cargo purpose. 
· Capacity. 
· Group leader. 
· Expected return. 
· Fuel responsibility. 
· Special equipment. 
· Restrictions. 
· Status. 
Drivers may not independently exchange vehicles without Fleet and Dispatch approval.

23. Cargo Securement
The Coordinator will ensure:
· Cargo is within vehicle limits. 
· Heavy items are placed safely. 
· Loads are restrained. 
· Aisles and exits remain clear. 
· Sharp, chemical, fuel, or hazardous items follow applicable controls. 
· Roof loads are approved and secured. 
· Baggage does not block the driver’s view. 
· Passengers are separated from unsafe cargo. 
· Warehouse release quantities match the loaded goods. 
· The driver understands the cargo destination and custodian. 

24. Vehicle Cleanliness and Infection Prevention
Vehicles must be:
· Cleared of trash. 
· Inspected for spills. 
· Cleaned regularly. 
· Ventilated appropriately. 
· Treated for bodily-fluid contamination using approved procedures. 
· Removed from service when contamination presents a risk. 
· Supplied with basic cleaning materials where appropriate. 
· Checked for forgotten belongings after each route. 
Medical transport vehicles must follow Medical Department cleaning instructions.

25. Driver Communication and Check-Ins
Drivers must report:
· Start of assignment. 
· Departure. 
· Arrival. 
· Significant delay. 
· Route change. 
· Breakdown. 
· Collision. 
· Security concern. 
· Medical emergency. 
· Passenger concern. 
· Completion. 
· Fuel or maintenance need. 
Dispatch must know the current status of every active vehicle.
The system should include backup communications for poor mobile coverage.

26. Unauthorized Use
Unauthorized use includes:
· Personal errands. 
· Private sightseeing. 
· Transporting unapproved passengers. 
· Using a vehicle outside approved hours. 
· Lending the vehicle or keys. 
· Deviating from routes without cause. 
· Carrying unapproved cargo. 
· Using mission fuel for personal vehicles. 
· Allowing an unauthorized person to drive. 
Suspected unauthorized use must be documented and escalated.

27. Vehicle Breakdown
If a vehicle breaks down, the driver must:
1. Move to the safest available location. 
2. Activate hazard warnings. 
3. Account for passengers. 
4. Notify dispatch. 
5. Describe the location and problem. 
6. Avoid unsafe roadside repairs. 
7. Keep passengers supervised. 
8. Protect cargo. 
9. Wait for backup or approved assistance. 
10. Complete an incident and defect report. 
The Coordinator will:
· Dispatch a replacement vehicle. 
· Arrange towing or repair. 
· Update the schedule. 
· Notify the affected program. 
· Place the vehicle out of service. 
· Authorize return only after repair and reinspection. 

28. Collision Response
Following a collision, the driver and Coordinator will ensure:
· Immediate dangers are addressed. 
· Injured persons receive medical help. 
· Passengers are accounted for. 
· Local authorities are contacted where required. 
· The Safety Officer and Mission Director are notified. 
· Insurance and involved-party information is collected. 
· Witnesses are identified. 
· Evidence is preserved where safe. 
· No one admits liability on behalf of UnityReach Global. 
· Backup transportation is arranged. 
· The vehicle is placed on accident hold. 
· The driver is not returned to duty until reviewed. 
· A formal report is completed. 
Serious collisions must receive leadership and insurance review before the vehicle or driver returns to service.

29. Security Incident
During a security incident, the Coordinator will:
· Follow the Safety Officer’s directions. 
· Instruct drivers to hold, reroute, return, or proceed to a secure location. 
· Account for every vehicle. 
· Avoid transmitting sensitive locations through public channels. 
· Keep passengers inside or evacuate according to the situation. 
· Activate backup communication. 
· Preserve fuel and vehicle availability. 
· Document the timeline. 
· Resume normal operations only after authorization. 
Drivers should not pursue, confront, or engage threatening individuals.

30. Emergency Medical Vehicle Priority
The Coordinator will:
· Designate appropriate referral vehicles. 
· Keep at least one suitable vehicle available during critical program hours when feasible. 
· Assign drivers familiar with referral routes. 
· Ensure fuel readiness. 
· Maintain clear access. 
· Coordinate with qualified medical personnel. 
· Protect patient privacy. 
· Clean the vehicle after transport as directed. 
· Document vehicle movement without including unnecessary medical details. 
The Medical Department controls clinical decisions; the Fleet Coordinator controls vehicle safety and readiness.

31. Vehicle and Driver Contractor Management
For contracted vehicles and drivers, the Coordinator will monitor:
· On-time arrival. 
· Correct vehicle. 
· Approved driver. 
· Vehicle condition. 
· Fuel arrangements. 
· Route compliance. 
· Passenger treatment. 
· Capacity compliance. 
· Breakdown response. 
· Substitute vehicle procedures. 
· Invoice accuracy. 
· Damage claims. 
· Overall performance. 
Unapproved substitutions must be rejected or reviewed before service.

32. Authority
Within approved plans, the Coordinator may:
· Approve drivers and vehicles after required review. 
· Assign vehicles and drivers. 
· Remove a driver from duty for safety concerns. 
· Place a vehicle out of service. 
· Require inspection, maintenance, or repair. 
· Secure vehicle keys. 
· Reject unsafe vendor substitutions. 
· Require fuel or maintenance reconciliation. 
· Stop overloading or unsafe cargo placement. 
· Activate approved backup vehicles. 
· Report suspected theft, fraud, impairment, or unauthorized use. 
· Recommend contract suspension or termination. 
The Coordinator may not sign contracts, approve major expenses, or determine employment discipline outside delegated authority.

33. Limitations
The Coordinator may not:
· Approve an unlicensed driver. 
· Permit an unsafe vehicle to operate. 
· Instruct a driver to speed. 
· Overload a vehicle. 
· Ignore suspected impairment. 
· Allow passengers in unsafe cargo areas. 
· Conceal collisions, breakdowns, or damage. 
· Make undocumented cash payments. 
· Authorize personal use. 
· Modify a vehicle mechanically without qualification. 
· Return a seriously damaged vehicle to service without review. 
· Allow unauthorized drivers to retain keys. 
· Falsify fuel, mileage, inspection, or maintenance records. 
· Accept personal benefits from vendors. 
· Retaliate against a driver who reports a genuine safety concern. 

34. Fleet and Driver Workflow
The standard workflow should be:
Vehicle and Driver Identified → Documents Collected → Due Diligence Completed → Vehicle Inspected → Driver Screened → Corrective Action Completed → Vehicle and Driver Approved → Orientation Completed → Assignment Issued → Daily Inspection Completed → Key Released → Vehicle Dispatched → Movement Monitored → Vehicle Returned → Fuel and Condition Recorded → Defects Corrected → Final Return and Reconciliation Completed

35. Timeline and Deliverables
Phase 1: August–December 2026
The Coordinator will:
· Meet with the Logistics Director and Mission Director. 
· Review projected transportation requirements. 
· Draft the Fleet and Driver Management Plan. 
· Develop 100-, 150-, and 200-person fleet scenarios. 
· Identify required vehicle categories. 
· Establish vehicle and driver standards. 
· Draft inspection procedures. 
· Develop fuel and key-control frameworks. 
· Establish maintenance requirements. 
· Draft breakdown and collision procedures. 
· Estimate preliminary costs. 
· Create the fleet risk register. 
Required deliverables
· Fleet and Driver Management Plan. 
· Fleet capacity scenarios. 
· Vehicle standards. 
· Driver qualification standards. 
· Inspection checklist. 
· Fuel-control plan. 
· Key-control plan. 
· Preliminary budget. 
· Fleet risk register. 

Phase 2: January–December 2027
The Coordinator will develop the fleet system.
Responsibilities include:
· Identify potential Haitian fleet vendors. 
· Collect preliminary vehicle and driver information. 
· Obtain quotations. 
· Develop vendor due-diligence procedures. 
· Create vehicle and driver records. 
· Develop inspection, maintenance, fuel, key, and assignment forms. 
· Establish out-of-service criteria. 
· Develop driver orientation. 
· Create fatigue and impairment procedures. 
· Develop breakdown, collision, and security response. 
· Test the fleet-management system with fictional vehicles. 
· Conduct tabletop exercises. 
· Update cost and capacity assumptions. 
By December 2027
The Coordinator should have:
· Potential fleet vendors. 
· Preliminary vehicle inventory. 
· Driver screening system. 
· Inspection procedures. 
· Maintenance framework. 
· Fuel controls. 
· Key controls. 
· Emergency procedures. 
· Training materials. 
· Updated budget. 

Phase 3: January–June 2028
The Coordinator will move toward vendor and fleet confirmation.
Responsibilities include:
· Update vehicle requirements. 
· Obtain current quotations. 
· Verify vendor ownership and documentation. 
· Identify potential drivers. 
· Conduct preliminary driver screening. 
· Conduct preliminary vehicle reviews. 
· Identify accessible vehicles. 
· Identify cargo and medical referral vehicles. 
· Establish mechanic and towing contacts. 
· Confirm fuel sources. 
· Develop the preliminary approved fleet list. 
· Begin training fleet supervisors. 
· Provide monthly readiness reports. 

Phase 4: July–September 2028
The Coordinator will finalize primary fleet arrangements.
Responsibilities include:
· Confirm vendor capacity. 
· Conduct or arrange detailed inspections. 
· Complete driver screening. 
· Document corrective actions. 
· Confirm backup vehicles and drivers. 
· Finalize maintenance and fuel plans. 
· Assign preliminary vehicle categories. 
· Conduct driver orientations. 
· Test dispatch communications. 
· Conduct breakdown and collision exercises. 
· Establish key-control equipment. 
· Finalize contractor performance standards. 
Deliverables
· Approved preliminary fleet roster. 
· Approved driver roster. 
· Vehicle inspection files. 
· Driver qualification files. 
· Backup fleet plan. 
· Fuel plan. 
· Maintenance contacts. 
· Key-control system. 
· Emergency procedures. 
· Vendor performance requirements. 

Phase 5: October–November 2028
The Coordinator will:
· Reinspect or reverify vehicles. 
· Confirm registrations and insurance. 
· Reconfirm driver availability. 
· Resolve failed inspections. 
· Finalize vehicle and driver assignments. 
· Confirm emergency referral vehicles. 
· Confirm accessible transportation. 
· Verify safety equipment. 
· Confirm towing and repair support. 
· Finalize fuel and payment procedures. 
· Complete driver training. 
· Issue preliminary vehicle identifiers. 
· Conduct full fleet tabletop testing. 

Phase 6: December 1–13, 2028
The Coordinator will:
· Confirm every primary and backup vehicle. 
· Confirm every primary and alternate driver. 
· Conduct final inspections. 
· Verify fuel readiness. 
· Prepare inspection and trip logs. 
· Label vehicles where approved. 
· Confirm keys and access control. 
· Verify fire extinguishers, first-aid kits, spare tires, and warning equipment. 
· Confirm airport vehicle assignments. 
· Confirm December 15 routes. 
· Test communications. 
· Conduct the final fleet and driver briefing. 
· Submit readiness certification to the Logistics Director. 

36. Arrival Operations — December 14, 2028
The Coordinator will:
· Confirm all airport vehicles report on time. 
· Verify assigned drivers. 
· Conduct final walk-around checks. 
· Confirm fuel levels. 
· Stage vehicles according to airport rules. 
· Provide vehicle identifiers. 
· Coordinate loading with Airport Operations. 
· Prevent overloading. 
· Record passenger and baggage assignments. 
· Monitor vehicle departures. 
· Track arrival at housing. 
· Record defects or incidents. 
· Confirm vehicles for the following morning. 

37. Active Mission Operations — December 15–23, 2028
Daily opening responsibilities
The Coordinator will:
· Confirm driver attendance and fitness. 
· Review vehicle inspections. 
· Verify fuel. 
· Review open defects. 
· Confirm route assignments. 
· Issue keys. 
· Verify safety equipment. 
· Remove unsafe vehicles or drivers. 
· Activate replacements. 
During operations
The Coordinator will:
· Monitor vehicle and driver status. 
· Coordinate repairs. 
· Manage substitutions. 
· Track fuel. 
· Respond to breakdowns and collisions. 
· Monitor driver hours and fatigue. 
· Review passenger or conduct complaints. 
· Maintain backup capacity. 
· Coordinate nightly crusade transportation. 
Daily closeout
The Coordinator will:
· Recover or reconcile keys. 
· Record fuel and mileage where available. 
· Inspect new damage. 
· Record defects. 
· Schedule repairs. 
· Clean or assign cleaning. 
· Confirm next-day readiness. 
· Submit the fleet status report. 

38. Fellowship Period — December 24, 2028–January 2, 2029
The Coordinator will:
· Continue inspection and driver standards. 
· Adjust the fleet for approved fellowship activities. 
· Prevent unauthorized personal use. 
· Maintain emergency transport capacity. 
· Monitor fuel and driver hours. 
· Complete necessary maintenance. 
· Investigate unresolved vehicle damage. 
· Reconcile vendor services. 
· Begin final vehicle-return inspections. 
· Confirm January 3 airport fleet. 
· Reconfirm backup vehicles and drivers. 
· Prepare final keys, fuel, inspection, and payment records. 

39. Final Day — January 3, 2029
The Coordinator will:
· Confirm airport vehicles and drivers. 
· Conduct final pre-trip inspections. 
· Verify fuel and backup capacity. 
· Monitor property pickups. 
· Respond to breakdowns or delays. 
· Confirm every vehicle reaches the airport. 
· Maintain vehicles until released. 
· Inspect returned vehicles. 
· Record final fuel and condition. 
· Return keys. 
· Obtain vendor acknowledgment. 
· Document damage. 
· Reconcile driver services, fuel, maintenance, and repairs. 
· Close or transfer vehicle files. 
· Submit outstanding incidents and claims. 
· Submit the preliminary final fleet report. 

40. Emergency Responsibilities
During a fleet emergency, the Coordinator will:
· Follow the Mission Director and Safety Officer. 
· Account for drivers and vehicles. 
· Remove unsafe vehicles. 
· Dispatch replacements. 
· Support medical and evacuation priorities. 
· Coordinate mechanics, towing, police, fire, or medical services. 
· Protect passengers. 
· Preserve vehicle and incident evidence. 
· Control keys. 
· Prevent unauthorized driver substitutions. 
· Restrict public communication. 
· Maintain fleet capacity until the emergency is resolved. 

41. Records and Documentation
The Coordinator must maintain:
· Fleet plan. 
· Vendor records. 
· Vehicle ownership, registration, and insurance records. 
· Vehicle inspection reports. 
· Repair and corrective-action records. 
· Preventive maintenance. 
· Vehicle approval statuses. 
· Driver licenses and qualification records. 
· Driver orientation and training. 
· Driver schedules and hours. 
· Vehicle assignments. 
· Daily inspection logs. 
· Key logs. 
· Fuel records. 
· Mileage or route records. 
· Equipment inventories. 
· Breakdown reports. 
· Collision reports. 
· Security incident reports. 
· Driver conduct complaints. 
· Damage and insurance claims. 
· Vendor performance reports. 
· Final vehicle returns. 
· Final reconciliation and lessons learned. 
Sensitive driver and insurance information must have restricted access.

42. Performance Indicators
Performance may be evaluated using:
· Percentage of vehicles inspected and approved. 
· Percentage of drivers verified and trained. 
· Daily inspection completion. 
· Preventive-maintenance compliance. 
· Vehicle availability rate. 
· Breakdown rate. 
· Backup vehicle response time. 
· Fuel reconciliation accuracy. 
· Key-return rate. 
· Number of unauthorized drivers. 
· Number of capacity violations. 
· Collision rate. 
· Driver conduct complaints. 
· Out-of-service compliance. 
· Emergency vehicle readiness. 
· Vendor substitution compliance. 
· Final damage and return reconciliation. 
· Timeliness and accuracy of reporting. 

43. Key Risks to Manage
The Coordinator must actively manage:
· Unlicensed drivers. 
· Unsafe vehicles. 
· Inadequate insurance. 
· Overloading. 
· Driver fatigue. 
· Impairment. 
· Speeding. 
· Distracted driving. 
· Vehicle breakdown. 
· Collision. 
· Fuel theft or shortage. 
· Unauthorized use. 
· Missing keys. 
· Unapproved substitutes. 
· Cargo hazards. 
· Inadequate accessible vehicles. 
· Insufficient backup capacity. 
· Poor maintenance. 
· Falsified inspection or fuel records. 
· Vendor disputes. 
· Vehicle damage. 
· Delayed emergency medical transportation. 
· Unsafe return-to-service decisions. 

44. Immediate First 30-Day Action Plan
Within the first 30 days, the Fleet and Driver Coordinator should:
1. Meet with the Logistics Director and Mission Director. 
2. Review projected transportation and cargo needs. 
3. Develop fleet scenarios for 100, 150, and 200 participants. 
4. Draft the Fleet and Driver Management Plan. 
5. Identify required vehicle categories. 
6. Establish vehicle documentation standards. 
7. Create the vehicle inspection checklist. 
8. Establish driver eligibility and screening standards. 
9. Draft the driver code of conduct. 
10. Develop fatigue and impairment procedures. 
11. Create fuel-control procedures. 
12. Create key-control procedures. 
13. Develop maintenance and out-of-service requirements. 
14. Draft breakdown, collision, and security procedures. 
15. Identify accessible and emergency-referral vehicle needs. 
16. Prepare the preliminary budget. 
17. Create the fleet risk register. 
18. Submit the initial plan to the Logistics Director. 

45. Closing Responsibility Statement
The Fleet and Driver Coordinator is responsible for ensuring that every UnityReach Global vehicle is safe for its assigned purpose and every driver is qualified, alert, accountable, and prepared.
A transportation schedule is only as reliable as the vehicles and drivers executing it. The Coordinator must have the authority and discipline to remove unsafe vehicles or drivers from service—even when doing so is inconvenient—because no mission deadline is more important than human life.

