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Background
Urban Bike Project (UBP) of Wilmington was informally established in 2005 by a small group of bicycle

enthusiasts who, while refurbishing their own bikes in their spare time, discovered an unmet need in the
city for bicycle mechanics education and assistance. Local youth in the Trinity Vicinity neighborhood of
Wilmington would line up to ask for help with flat tires and loose handlebars whenever they saw the
group of friends out working. In response to that need, the organization formed to assist with various
bicycle repairing, recycling, repurposing, and education activities.

Over time and encompassing several moves within the city, demand for Urban Bike Project’s services
grew. Today, UBP is recognized as a 501(c)(3) non-profit organization delivering a wide-range of bicycle-
related activities and support to a significant number of Wilmington’s underserved or at-risk children
and adults. UBP embraces a model of organic growth that responds to the changing needs and demands
of the community. The organization recognizes that bicycles are a low-cost, low-maintenance mode of
transportation that can also be part of a healthy, active lifestyle. UBP works to break down any barriers
that exist to accessing the myriad benefits of bicycling.

In 2014, Urban Bike Project served over 1,000 Wilmington residents and put 321 bicycles on Wilmington
streets through four core programs.

® QOpen Shop gave 855 adult visitors opportunities to purchase affordable used bicycles and
access UBP’s tools and repair stands to work on their bicycles.

e 159 participants in the Youth Shop Program took mechanics classes to earn a free bicycle,
volunteered for shop credit, repaired their bicycles, and enjoyed weekend bicycle rides to area
destinations.

® Five schools and organizations across Wilmington partnered with Urban Bike Project for the
Earn-A-Bike Program, which teaches students bicycle mechanics, repair and safety as they each
refurbish a used bicycle, which they keep free of charge upon completion.

e 20 adults in need of transportation received bicycles via The Free Bike Program.

In addition to the four core programs, Urban Bike Project also offers bicycle mechanics and commuting
courses, outreach programs to other groups working with underserved populations, and various
community engagement activities. Where appropriate, Urban Bike Project also participates with other
Wilmington bicycle initiatives in order to stay informed of relevant projects, represent a broader
population of cyclists than is normally discussed, and advance our mission to make bicycling more
accessible.
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UBP is currently located at 1500 North Walnut Street in a City of Wilmington National Register of
Historic Places property. Through the work of 64 volunteers who gave 1,204 hours of their time in 2014,
Urban Bike Project is open to the public three nights a week, operates four core programs, and
participates in community events throughout the year. While program delivery relies heavily on
volunteer staff, part time paid positions exist for Executive Director and Shop Manager responsibilities.

Urban Bike Project is governed by a Board of Directors with 12 standing positions and subcommittees to
address the organization’s most pressing needs. Current subcommittees include Grant Writing, Capital
Campaign, Real Estate, and Fundraising/Events. Officer positions include Chair, Vice Chair, Secretary and
Treasurer.

Vision

UBP envisions a Wilmington in which bicycling is a building block of resilient communities. To us,
resilience means a community that is connected, that cares for its youth, and that nurtures a strong
social fabric in which residents look out for each other and the built space of the city. Bicycling enhances
resiliency by physically connecting people with their environment and each other, by creating cleaner air
and water, and by providing access to employment and recreational opportunities across all
socioeconomic statuses and demographics.

Urban Bike Project envisions a Wilmington in which bicycling is accessible and meets the diverse needs
of different riders. Access to bicycling should empower youth, giving them the confidence and
persistence to maintain their own bikes, the independence to explore their world and to transport
themselves to school, play and eventually work. Access to bicycling should empower adults to meet
fitness goals, test their limits of speed and endurance, relax and unwind, or explore their city beyond
their immediate neighborhoods. Bicycling should be a viable option for people looking to secure and
maintain employment or simply save money on their commute.

To advance this vision UBP will form partnerships and alliances with other groups, both in the youth
development community and the cycling community to promote education, use and re-use of bicycles,
and self-sufficiency.

Mission
Urban Bike Project supports Wilmington communities by providing access to bicycling as a healthy,
affordable and practical means of transportation and recreation.

In our communities we support...

People: Bicycling for transportation and recreation helps members of the community stay active and
relieve stress, improving both physical and emotional health. It’s a fun activity that improves the quality
of life for Wilmington residents.

Youth: Bicycling provides youth a means to stay active, enjoy extra independence and build confidence.
Bicycle mechanics engage youth in science, technology, engineering and math (STEM) concepts.

Safe streets: By helping folks make the move from their cars to bicycles, we put more eyes and ears on
Wilmington’s streets and make the city a safer place to live, work and play.
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The economy: Bicycling helps to empower low income residents by providing access to employment and
other positive opportunities. Bicycling provides reliable transportation at an affordable cost.

The environment: Bicycling instead of driving reduces fossil fuel emissions, making our air healthier to
breath. Parking and other facilities for bicycles require less space, leaving more room for parks and
permeable surfaces that can ease the burden on our water ways.

One Year Strategic Plan (to be completed March 2016)

2015 represents a year of transition with UBP beginning its second full year in the 1500 Walnut Street
location. During the active season of the first year, target customers became acquainted with the new
location and we saw a progressive growth in attendance for all on-site programs. Weekly on-average
program attendance in 2015 surpassed that seen at the previous North Market Street location by 12%
for adult visitors and 75% for youth visitors. With broader exposure of the UBP mission, opportunities
(i.e. requests) for additional off-site programming have also grown. For these reasons alone, the 3 key
2015 objectives for UBP are-

* Transition of the Executive Director role from a part-time to full-time position- accomplished.

e Expand the volunteer base to support the increased traffic to Open Shop and programmatic growth-
accomplished

e (Capital Campaign project kick-off in order to secure the long-term viability of UBP.- progressing

Program Objectives

Youth Programs

1. Lead 12 weekend rides/field trips for youth each year (spring, summer, fall): Rides create
opportunities for Urban Bike Project staff and volunteers to develop more meaningful
connections with youth in order to more positively impact their lives. Youth have the
opportunity to engage with their community in ways they never have before, discover new
recreational and transportational opportunities, improve their fitness, and connect with their
environment. They experience the joy of riding as well as the rewards of hard work.

Necessary Resources and Actions: Secure special liability insurance; research events,
points of interest, and possible community service opportunities that can serve as ride
destinations; communicate with volunteers and families of youth participants; secure
funding and staff hours.

2. Develop and Implement a youth leadership component to the Youth Shop Program: The Youth
Mentors program creates opportunities for qualified youth to step into leadership positions and
help their peers. The program provides role models for the younger participants, a pipeline of
youth invested in UBP who will eventually become volunteers and supporters as adults, and
opportunities for youth mentors to deepen their knowledge and to practice leadership skills key
to success later in life.
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3.

Necessary Resources and Actions: Define qualifications, roles, responsibilities and
benefits of becoming a youth mentor; promote the program to youth participants

Increase School Earn-A-Bike programs from 5 programs a year to 9 programs a year: this will
allow UBP to expand the geographical reach of services and provide services to more youth.

Necessary Resources and Actions: Comprehensive inventory of schools in the city;
develop contacts with partnering schools; acquire additional tools and stands; secure

funding and staff hours.

Adult Educational Services

1.

Increase number of bicycles distributed through the Free Bike Program from 20 to 30

Necessary Resources and Actions: Comprehensive inventory of social service agencies in
the city; develop contacts with referring agencies; streamline record keeping processes
to improve efficiency of processing new applicants; designate staff/volunteer hours for

working on free bikes.

Develop and Implement a work-trade program for the Free Bike Program: this program would
require free bike applicants to volunteer a minimum of 3 hours and attend workshops on basic
mechanics and safe riding to receive the free bike. This allows UBP to educate and provide more
meaningful services to free bike recipients and ensure that recipients are equipped to safely and
effectively utilize their new bike for transportation.

Necessary Resources and Actions: Create workshop curriculum and structure; secure
funding, staff hours and staff expertise necessary to effectively operate this program;
communicate program changes to referring agencies and potential applicants; produce
guidelines dictating when and how applicants will volunteer for UBP

Formalize and advertise commuting classes: currently, commuting classes are offered to groups
upon request only, and the full extent of recruitment for them is listing the class as available on our
website. To meet growing interest in the city in bicycle commuting, and to capitalize on an
opportunity to generate income for the organization, UBP will formalize the curriculum of the
program, a pricing structure, and when/how the class will be offered.

Necessary Resources and Actions: Formalize curriculum, pricing structure, and
how/when the class will be offered; identify potential partners and audiences and
develop contacts with them; advertise on the UBP website, Facebook page, in print,
through other bicycle organizations in the area, and other potential avenues.

Operational Objectives

1. Transition the Executive Director role from a part-time to a full-time position: this will allow more

consistent oversight, planning and communication of the ongoing and planned UBP programs. This
change would also allow a more focused grant-writing and fundraising effort, which in turn could
support additional hours of paid staff to deliver the UBP mission
Necessary Resources and Actions: Raise minimum $25,000 unrestricted/administrative funds;
create Human Resources Policy Manual; define duties, responsibilities, qualifications,
compensation and benefits for the position; define performance measures.
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2. Pursue a permanent location: A stable location and consistent, relatively predictable expenses will
allow UBP to better plan for the future, develop deeper relationships with the community, and ensure
access to space out of which to run and expand programs.

Determine first and second choice locations for the organization. This determination should
account for existing and potential relationships with a neighborhood and its residents, upfront
investment cost, cost of improvements, cost of maintenance and operations, potential for
growth, flexibility of potential landlords/sellers, and programmatic possibilities such as access to
outdoor space.
Necessary Resources and Actions: comprehensive real estate search; site visits; hire
someone to produce rough cost estimates and drawings for most viable sites (preferably
pro bono); cost analysis of existing site
Conduct informal feasibility study and develop roadmap for a Capital Campaign.
Necessary Resources and Actions: Sanction UBP Strategic Plan; create comprehensive
database of supporters and potential supporters; set fundraising goals based on
estimated costs; create marketable plan, complete with drawings, for the chosen
location; recruit an external Capital Campaign Committee Chair capable of identifying
significant donors; develop objectives and accompanying timeline for the campaign.

3. Expand the volunteer base from 64 to 84 volunteers, and the core volunteer base (volunteers who
attend 15 or more shop nights in a year) from 13 to 20: UBP’s work relies heavily on volunteers, and in
order to expand services, offer new programs, and staff additional Open Shop hours, UBP will need

more volunteers.

Implement a Volunteer Rewards Program that encourages new volunteers and thanks long term

volunteers for their ongoing commitment.
Necessary Resources and Actions: Solicit feedback from volunteers to determine what
rewards would be most meaningful to them

Hold monthly volunteer meetings and training sessions to maintain open lines of

communication with volunteers, soliciting feedback and improving the volunteer experience.
Necessary Resources and Actions: Solicit feedback from volunteers to determine topics
of interest/need for training sessions; Divide training and communication
responsibilities between the Volunteer Coordinator, Shop Manager, and Executive
Director.

Intensify existing volunteer recruitment efforts
Necessary Resources and Actions: Make contacts with local community service clubs,
colleges, senior centers, and other organizations with access to volunteering
populations; develop relationships with neighborhood churches to increase number of
volunteers coming from inside the community; create volunteer recruitment
presentation that includes testimonials and personal stories from both existing
volunteers on why they volunteer and customers on the difference UBP makes in their
lives; create volunteer specific brochure for tabling at public events.
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4. Improve marketing materials and strategies: In order to reach a broader audience with services, UBP
will need to improve communication with constituents who might benefit from services, agencies
that are potential partners, and interested advocates who would like to assist with time, donations,
or connections.

e (Create and/or update business cards, brochures, tabling displays, and other informational
materials.
Necessary Resources and Actions: Identify and recruit volunteers or interns with graphic
design and marketing expertise; Identify most economical options for printing and other
display materials.
®  Produce a monthly e-newsletter for distribution to the UBP email listserv.
Necessary Resources and Actions: Create a newsletter template in MailChimp; compile
calendar of events and bicycling news.
® |ncrease internet presence, including improvements to the website and posts to Facebook at
least twice a week.
Necessary Resources and Actions: Take photographs at all UBP events; research news
and information that will make for relevant posts; research tools/platforms to improve
website; recruit volunteers or interns with web design expertise.

5. Develop a comprehensive database of schools, youth organizations, and social service organizations
in the City of Wilmington, as well as a map showing the complete list of current UBP partner
organizations: This will allow UBP to recognize geographical gaps in reach of services, as well as
opportunities for additional partnerships.

6. Create formative evaluations for the four core programs: In order to recognize how to most
effectively improve the services and programming offered to the community, UBP needs to have a
better understanding of what we are currently doing well, how we could improve, and where there is
unmet demand for services

Necessary Resources and Actions: Gather data on demographics of program participants, how
program participants learn about Urban Bike Project, participant retention, and how
participants utilize and benefit from programs; create surveys to solicit formal feedback from
volunteers, community members, and program participants.

7. Double income from individual giving, from $5,237 annually to $10,000: Funds raised through
individual giving, as opposed to Foundation monies, is unrestricted and more sustainable, as
individuals are often inclined to repeat donations from year to year while some Foundations prohibit
organizations from receiving consecutive grants. Individual giving is also an important means of
cultivating buy-in from within the community, and capitalizing on the substantial private wealth that
exists in Wilmington. Despite the advantages, UBP has done little to cultivate individual giving to
date. Individual giving currently comprises only 9% of total income.
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e Conduct an annual giving campaign
Necessary Resources and Actions: Design and order remittance envelopes; identify
current and potential supporters; create system of benefits for different giving levels;
identify volunteers, board members and/or supporters with expertise in creating a
successful annual giving campaign.

e  Build upon UBP’s first annual fall fundraiser (2014)
Necessary Resources and Actions: Brainstorm ways to include a family friendly
component, integrate the UBP mission with the event (i.e. bicycle related activities such
as a race, rec ride, etc.), and improve the event’s visibility; coordinate with Dogfish Head
Brewery, the primary sponsor of the event, to assure their support is maximized; finalize
event plans at least a month prior to the event date to allow for sufficient event
marketing; explore ways to involve major funders/donors/supporters in the event;
identify diverse avenues for marketing the event

e Schedule events/activities and develop communications that engage major

funders/donors/supporters in a meaningful way.

8. Increase program generated income by 20%, from 20,000 to 24,000: Self-generated income is
unrestricted, and the most sustainable means of supporting programs. UBP currently does little to
advertise and sell high end donations, leaving substantial untapped potential for increasing self-
generated income.

e Open an E-Bay account to sell valuable parts and accessories online

e Develop system for advertising bicycles and other large items on Craig’s List that would be
prohibitively expensive to ship as items available for local pick up only.

e Develop system that expedites preparation of high-value bikes for sale

e  Explore other possibilities for UBP branded items that could be sold, in addition to the t-shirts.
Items could include hats, bicycle themed gift items, jewelry made by youth volunteers out of
used bicycle parts, etc.

9. Create core organizational documents to prepare UBP for planned growth, including an annual report
that will also serve as the template for future annual reports, program policy manuals, a Human
Resources policy manual, and volunteer policy manual.

Necessary Resources and Actions: Identify volunteers, board members and supporters who can
help with relevant expertise; update database to better meet the data needs of annual
reporting

10. Formalize best practices for new members of the Board of Directors
e Update the “new board member packet”, including expectations and responsibilities, manual,
resource bank, and agreement. Update officer job descriptions for Chair, Vice Chair, Secretary,
and Treasurer.
Necessary Resources and Actions: Identify volunteers and board members with relevant
expertise; ldentify useful board resources for resource bank
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® (Create and maintain database of organizational needs and board member action items, to be

comprehensively reviewed and revised every 6 months.

Necessary Resources and Actions: Create database framework; Determine existing
barriers to achieving organizational objectives; Formulate board action items that
specifically address these barriers; Determine who is responsible for updating and
reviewing the database; Determine how to assign action items and or coordinate efforts
between board members on action items.

e Develop standardized procedures for vetting and formally inviting new board members.

e Develop standardized procedures for transferring organizational knowledge (what we do, how

we do it, history, structure, etc.) and communicating responsibilities and expectations to new

board members.

Three Year Strategic Plan (to be completed March 2018)

The top objective for this time period is to secure long-term facilities for UBP, and this objective, on the

heels of a Capital Campaign kick-off in 2015, will need to be achieved early in the time frame (by end

2016).

Secondary objectives involve growth of UBP offerings. With a full-time Executive Director in place,

Urban Bike Project envisions a period of growth and a greater diversity of programs.

Program Objectives

1. Continue to pursue youth program expansions that encourage long-term, meaningful

relationships with youth participants to deepen impact

Host a week long Earn-A-Bike summer camp

Continue to grow the Youth Mentors Program as a means of leadership development.
Explore opportunities for long term community service or engagement projects for
youth mentors to participate in, allowing them to serve as positive role models in the
community and explore their own capacity to affect positive impact.

Explore additional avenues to engage youth participants in riding; the type and mix of
programs could expand to bring in a greater focus on bicycles for health, recreation,
team play and competition where life-long skills and positive experiences are
engendered.

2. Expand educational services offered to adults to meet growing demand

Expand Open Shop hours to include a third night or weekend morning. Demand for
Urban Bike Project’s services regularly exceeds the capacity of current hours. The shop
struggles to close on time, often has to turn visitors away with incomplete repairs,
experiences long lines during busy summer months, and regularly receives feedback
from customers asking for more hours. UBP will focus on raising funds, growing the
volunteer base, and securing staff hours to support additional open shop hours.
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e Offer free mechanics and safe riding workshops for the adult public. Using the free bike
work-trade curriculum as a template, UBP will create monthly offerings based on
feedback received from the community. These workshops will focus on breaking down
obstacles that people encounter to enjoying their bicycle as a means of recreation and
transportation. Possible topics could include selecting safe routes for riding, the rules of
the road for cyclists, common roadside mechanical failures and repair, and combining
bicycling with public transit for more viable transportation options. UBP will need to
solicit feedback from the community, create curriculum and a schedule of workshops,
secure staff hours, and advertise the new service.

Develop ongoing partnerships with other organizations for sustained programming. Seek out
opportunities to partner with other organizations to offer recurring Earn-A-Bike programs, adult
repair clinics and educational workshops, and other programmatic possibilities. Long term
partnerships create opportunities to better integrate the programs of both UBP and the
partnering organizations than what would be possible with a one-time partnership. For example,
UBP could work with partnering schools to coordinate Earn-A-Bike curriculum with the students’
science and math lessons to create a more holistic educational experience. These partnerships
will also allow UBP to serve neighborhoods that would ordinarily not have access to UBP
services. UBP will utilize a comprehensive database of social service and youth development
agencies to identify partnering opportunities.

Operational Objectives

1.

Secure a permanent location: Urban Bike Project will commit to a final decision for long-term
location, pursue legal steps to secure that location for 10+ years, finalize construction/rehab
plans for that location, and execute a capital campaign to meet funding goals. This will require
an intensive, concerted effort on the parts of all staff and board members to utilize connections,
solicit pro bono professional support as needed, and organize the fund-raising campaign.
Expand the Open Shop Manager position from a part-time position to a full-time Program
Manager position: As UBP expands programming to offer a greater breadth and depth of
services, it will become necessary to devote more staff hours to program management,
development, and evaluation. This move will be made possible by diversified and intensified
fundraising efforts from the one year strategic plan.

Pursue relationships with corporate entities in Wilmington: Corporations in Wilmington offer
some of the more vast opportunities for unrestricted cash flow, creative strategic partnerships,
and access to other resources. With over ten major banks headquartered in Wilmington, as well
as AstraZeneca, DuPont, and Gore, the corporate world represents substantial untapped
potential. Actions needed to develop these partnerships include creating a comprehensive
inventory of corporate resources in Wilmington, an inventory of known connections to
corporate entities, and recruitment of corporate connections to serve on the board of directors.
Expand volunteer base to support a third night/weekend morning for Open Shop hours and to
split Open Shop nights into two volunteer shifts, easing the burden placed on volunteers’ time
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and reducing volunteer burnout. Continue to explore new strategies for volunteer recruitment
and retention, improving upon the one year strategic plan’s Volunteer Rewards Program and
volunteer training workshops.

Expand the Annual Meeting or institute a Board Retreat for the Board of Directors. The meeting
time will be used to evaluate progress towards achieving Strategic Plan objectives, review board
action items, and explore other possible options for board development, such as training
workshops or self-evaluation exercises.

Beyond The Three Year Strategic Plan

Moving beyond the three year strategic plan, Urban Bike Project envisions an organization that is better

staffed, offers more diverse and relevant services, and is housed in a secure, long-term location around

which UBP can build its brand and services. UBP envisions an organization that continues to be

responsive to the needs of youth, adults and the community. Looking forward, Urban Bike Project has

thus far identified three broad goals for the 3+ year time horizon:

1.

Grow organizational capacity sufficient to open up new staffing opportunities. These
opportunities could include hiring a development director to create the capacity necessary to
expand programming, a finance manager to manage the budget, and a mechanic to more
efficiently process donations. Increased capacity could also give us the means to supervise a full
time volunteer through organizations like Lutheran Volunteer Corps, Public Allies, or
AmeriCorps.

Expand geographical presence to better serve areas of Wilmington outside of east side
neighborhoods. Initially, this would could take the form of a travelling repair-mobile that could
set up shop at regular times in different neighborhoods. This vehicle would have the capacity to
carry a work stand, tools, and a selection of used bikes from the UBP shop that could be
purchased on site. This could open new possibilities for partnerships and participation in
community events. Eventually, UBP may wish to pursue additional shop locations in the city.
Explore more varied and meaningful ways for youth to connect with biking, their communities,
each other, and UBP staff/volunteers. A mountain biking club, racing team, pump track, youth-
created and youth-led community service projects, and formalized leadership programs are
examples. UBP might pursue these strategies as independent initiatives, or in partnership with
other organizations in the community.
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