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INTRODUCTION
Background
Urban Bike Project of Wilmington (UBP) was established in 2006 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 repair 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. Twelve years later, the organization continues to embrace a model of organic growth that
responds to the changing needs and demands of our community.
In 2017, Urban Bike Project served over 1,000 Wilmington residents and put 434 bicycles on Wilmington
streets through four core programs:







Open Shop gave 821 adult visitors opportunities to purchase affordable used bicycles and
access UBP’s tools and repair stands to work on their bicycles.
205 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.
Four schools across Wilmington partnered with Urban Bike Project for the Earn-A-Bike Program,
which teaches students bicycle mechanics and safety as they each refurbish a used bicycle,
which they keep free of charge upon completion.
60 adults in need of reliable transportation received bicycles, locks and lights through 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 participates with other
Wilmington bicycle initiatives 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.
Urban Bike Project currently employs a full time Executive Director, a full time Program Manager, a
summer camp counselor and two junior camp counselors. UBP also engages 55 regular volunteers
throughout the year, without whom we would be unable to deliver programs. The organization is
governed by a Board of Directors with 12 standing positions and subcommittees that address the
organization’s most pressing needs. Current subcommittees include Governance, Nominating, Capital
Campaign, Volunteer, Finance, Events, and Communications.
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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 decrease congestion and
put more eyes and ears on Wilmington’s streets, making the city a safer place to live, work and play.
Vibrant streets bustling with pedestrians and cyclists create a welcoming environment with more human
interaction and a greater sense of community than those that are built for and occupied by motor
vehicles.
The economy: Bicycling helps to empower low income residents by providing access to employment and
other positive opportunities through reliable, affordable transportation. Bicycling generates substantial
tourism dollars and is an increasingly critical factor for attracting new talent to live and work in
Wilmington. Cities across the nation are turning to increased mode share and bicycle friendly
development as an important means of creating urban renewal and a thriving economy.
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. Salvaging used bicycles and parts for
continued use saves landfill space and resources.
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TRANSPORTING OUR FUTURE:
FIVE YEAR GOALS
With a capital campaign already underway to renovate our shop, a recently created full-time Program
Manager staff position, and new bicycle infrastructure in Wilmington, Urban Bike Project is entering a
new, more ambitious phase of life. Where do we want to be as an organization 5 years from now? Our
vision focuses on 5 broad goals:
1. Transform our shop into a thriving center of community activity.
2. Serve as a comprehensive resource for low-income adults to meet their transportation needs in
Wilmington.
3. Offer youth programming that remains meaningful for youth over the course of their
development, from childhood through adolescence.
4. Expand geographic reach to better serve residents of Wilmington’s West Side neighborhoods.
5. Use bicycling as a tool to challenge assumptions about transportation and recreation in
Wilmington, particularly those assumptions that perpetuate inequity.

A Center of Community Activity
Renovations to our shop are scheduled to be completed by April 2019. Once our building meets modern
code and offers a comfortable and welcoming environment, we will be able to offer many more
opportunities for community access. Additionally, Cityfest will be recreating the grounds as an arts
mecca with outdoor performance space, outdoor art installations, and artist studio space and vendor
stalls. Cityfest is the non-profit affiliate of the City of Wilmington’s Office of Cultural Affairs and
organizes cultural events throughout the year, including Clifford Brown Jazz Festival, Art Loop, and the
Riverfront Blues Festival. The synergy between our renovated shop and Cityfest’s new Urban Artist
Exchange on our building’s grounds will fill a void in communal space in the Upper East Side Community
and attract visitors from throughout the City and region. (See Addendum #1)
Goal #1: Partner with Cityfest on programs and events that explore creativity and expression through
bicycling and physical activity
Ideas for collaborative programming include (but are not limited to) art projects with youth using used
bicycle parts; a wooden pump track painted with artist designs/murals as interactive art; family days at
the pump track with live music and food; Outdoor concerts and movie screenings; Art Loop stops at the
shop; farmers’ markets where we can have our sale floor open for used bike sales and artists can sell
their wares; and a youth design team to compete in the Kensington Kinetic Sculpture Derby and Arts
Festival.
Performance Metrics: Number of events, Number of programs, Number of attendees/participants,
Number of visitors attracted from different neighborhoods in the City and from outside Wilmington.
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Goal #2: Offer more hours for in-house program offerings to increase access and traffic to our shop
This includes adding retail-only daytime shop hours, office hours for Free Bike program participants (see
Goal #2 under the Transportation Resource heading), and hosting more organizations and schools for
Earn-A-Bike Programs.
Performance Metrics: Number of individuals visiting shop for programs, number of EAB programs
hosted at the shop
Goal #3: Designate procedure and time slots for individuals and community groups to utilize the shop
for their own programs, meetings and events; promote the opportunity to local groups.
When our shop is not scheduled out with our own programming, we will make it available to the
community for events and meetings. It is one of the larger buildings in the neighborhood and can serve
as a convenient and comfortable setting for a variety of community uses.
Performance Metrics: Number of organizations/individuals targeted by outreach, Number of
programs/meetings/events utilizing our space, Attendance at programs/meetings/events

A Transportation Resource for Low-Income Adults
Goal #1: Partner with select social service organizations on work-trade programs
Continue to work with Project New Start and the Achievement Center to refine models for work-trade
programs with their participants. The goals of these programs are to increase participant access to
transportation, teach skills in bicycle repair and maintenance, and provide opportunities for participants
to enjoy making a positive contribution to their community through volunteer work.
Performance Metrics: Program evaluations developed jointly with partner organizations
Goal #2: Designate Free Bike Program “office hours” to comprehensively address participants’
transportation needs
To receive a bike through the Free Bike Program, individuals currently must fill out an application and
submit a referral letter from a social service agency. After that, they are limited to Open Shop hours for
picking up their bike and receiving subsequent repair services. Many recipients are unable to use their
bikes as reliable transportation because the bike is stolen or breaks, or the applicant encounters other
logistical challenges. Drop-in Office Hours for Free Bike Program participants would be intended to
address gaps in services through the following offerings:
 Transportation needs assessment - This assessment will be a required component of an
individual’s application and will examine the applicant’s current transportation situation, how
frequently and to where the applicant would need to ride their bike, and their financial capacity.
UBP staff will then compile a customized packet with information such as safe routes to
common destinations, financial planning information regarding transportation choices, useful
bus routes, and other relevant information.
 Workshops on basic maintenance and repairs – Applicants would participate in a 30 minute
workshop before taking the bike home with them.
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Assistance with subsequent repairs or logistical challenges – Free Bike Program participants will
be able to receive ongoing assistance addressing their transportation needs.

Performance Metrics: Percentage of Free Bike Program participants who are still using their bikes after 6
months; Percentage of Free Bike Program participants that successfully use their bikes for
transportation; Program participant feedback
Goal #3: Build relationships with referring agencies
More active relationships with the agencies that refer individuals to our Free Bike Program will allow us
to identify more individuals who need transportation assistance, partner with case workers to help
participants access transportation resources such as discounted bus passes, and improve follow up with
program participants. Through collaborative program development, case workers will be able to
reinforce information being provided to participants through our shop and vice versa. For example, case
workers can include transportation in financial literacy curriculum to help individuals consider the
impact of transportation choices on their financial health.
Performance Metrics: Number of in-person meetings with partners at referring agencies to review
program details and how we can complement each other’s efforts

Youth Programming from Childhood to Adolescence
Goal #1: Integrate Earn-A-Bike Program curriculum with STEM and service learning curriculum at a
partner school
Bicycles and bicycle mechanics can engage a variety of academic skills and topics, including problem
solving, physics, math, engineering, health and fitness, environmental science and sustainability, public
policy and social justice, and service learning. The Earn-A-Bike Program is an opportunity to help
students connect with these topics and investigate through applied, hands-on learning. Through a
partnership with an interested school, we will work with teachers to develop a pilot curriculum that
integrates school subject matter with the Earn-A-Bike Program.
Performance Metrics: Completion of a pilot program, student participation and performance, student
feedback, school feedback
Goal #2: Create a tiered youth program with opportunities for advancement and leadership modeled
after Neighborhood Bike Works youth programs
Youth participants would have the opportunity to graduate into higher levels of the program, starting
with basic mechanics and Earn-A-Bike programs, and advancing to more specialized programs such as a
youth racing team, mountain biking club, or an internship as a bicycle mechanic. The tiered system
would create goals for youth to work towards and continue to engage youth in relevant programming
even as they mature and grow.
Performance Metrics: Retention rate of participants from year to year; Participant feedback
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Goal #3: Strengthen ties with other community groups and non-profits that offer youth programming
in Wilmington to proactively identify and recruit youth that would benefit from UBP programming.
Through more communication with partner organizations and collaborative programming, we can
contribute to a stronger support network for Wilmington’s youth. Some examples of possible partner
organizations include Kingswood Community Center, Walnut Street YMCA, Girls, Inc., Fletcher Brown
Boys and Girls Club, Strive, Neighborhood House, Hicks Anderson Community Center, Reed’s Refuge,
and more.
Performance Metrics: Number of new youth shop participants; Number of collaborative programs and
community events.

Services for Wilmington’s West Side Neighborhoods
Residents living on the West Side, particularly youth who are limited in their independence and mobility,
find it difficult to access our East Side shop. Nonetheless, there are many youth on the West Side who
are passionate about riding and adults who rely on bikes to get to work who can benefit from our
services.
Goal #1: Partner with agencies on the West Side to offer regularly recurring mobile repair clinics and
used bike sales
Mobile repair clinics would enable us to reach more individuals in need with our services while
generating additional revenue to support operations through bike sales. Possible partner organizations
include West End Neighborhood House, Be Ready Church and the Latin American Community Center.
Performance Metrics: Number of individuals receiving repair services; Number of bikes sold
Goal #2: Partner with West Side organizations on events and programs throughout the year
Seek opportunities to offer programs on the West Side, including but not limited to Earn-A-Bike
programs with West Side schools and organizations, bike giveaways and repair clinics in partnership with
Hicks Anderson Community Center, participation in Better Block and other community events, and
participation in efforts to offer programs throughout the summer in West Side parks.
Performance Metrics: Number of events, Number of participants
Goal #3: Position ourselves to pursue a future satellite location on the West Side of Wilmington
Ultimately, a satellite location would provide equitable access to our services for individuals living in
neighborhoods throughout the city. A satellite location would offer Open Shop hours, youth programs,
and mechanics education while our primary location would continue to be our base for accepting and
processing donations, refurbishing bikes, and hosting events. We will need to determine staffing
requirements, funding sources, budgetary needs, and possible locations before we can begin to
seriously pursue this step.
Performance Metrics: Budget, fundraising plan, survey of available locations and their costs
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A Tool to Challenge Negative Perceptions
When an individual bicycles through a neighborhood, they experience that neighborhood in more
personal ways than they would from the seat of a car. Whether you are a city resident biking to work or
you live in the suburbs and are using your bike to explore Wilmington for the first time, bicycling
facilitates interactions with other residents, fellow road users, nature and the built environment. You
say hi to your neighbors or passers-by and notice small details in the buildings around you. These
interactions, in turn, can create pride in place and break down the fears and negative perceptions that
too often divide us. They can help those who are new to Wilmington discover the many beautiful places
and tight knit communities that are lost in the shuffle of negative news coverage. They can help drivers
who always took car travel for granted realize the challenges that face those who rely on alternate
modes of transportation in our car-centric world, but also the many benefits of bicycling. Urban Bike
Project believes in a simple but bold assertion: Bicycling builds empathy and it builds community.
Goal #1: Organize and lead bicycle tours and group rides in Wilmington that highlight the city’s rich
history, cultural destinations, and natural beauty.
Organized rides can create a safe space for individuals who are hesitant about bicycling in Wilmington,
whether because of fear of crime, fear of traffic, lack of confidence with fitness and riding skill, or an
assumption that Wilmington has little to offer. We currently partner with Bike Wilmington to offer a
Heritage Tour highlighting a different aspect of Wilmington’s history every year. Delaware Nature
Society has expressed interest in partnering on a waterways/water quality themed tour. We will
continue to seek partnerships and ideas for tours that encourage bicycling for recreation or
transportation while highlighting Wilmington’s hidden gems.
Performance Metrics: Number of rides, ride participation, rider feedback
Goal #2: Participate in more community events to spread the word about our services and raise
awareness of bicycling as a transportation and recreation option
Possible events where we could distribute information and develop creative programming to encourage
participation in cycling include Open Streets, Trail Fest, and Play Streets.
Performance Metrics: Number of events, Event participation
Goal #3: Issue a Car Free Challenge to local politicians (or other high profile individuals)
Individuals who have always had access to personal cars for transportation are often unaware of the
many challenges that face those who must transport themselves without a car. As Urban Bike Project
works to increase access to bicycling, we hope to raise awareness of these challenges and create a more
supportive environment for individuals who rely on biking for transportation. We have solicited initial
interest in the idea of taking on a car-free challenge from local politicians and will work with these
individuals to develop the idea, formalize a plan, and recruit additional participants. The idea is inspired
by the challenge issued to politicians a few years ago to live for a month on SNAP food benefits.
Performance Metrics: Media coverage and conversations generated; Number of individuals that
participate in the car-free challenge
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PLOTTING THE COURSE:
STRATEGIC PLAN 2018 - 2023
1-Year Strategic Plan (Complete by March 2019)
Complete Capital Campaign
 Quiet phase – Raise 2/3 of goal through foundations, major individual donors, and corporations
by September 2018.
 Public launch – Make a public announcement during a press event in September; pursue
donations from individuals and online crowdsource fundraising. The public phase of fundraising
has an ancillary goal of raising awareness and visibility for Urban Bike Project.
 Obtain bridge loan to facilitate planned construction timeline
Complete Renovations
 Create plan for temporary operations during construction. This must include off-site storage for
the majority of our inventory, as well as a location for limited Open Shop operations so that
those who rely on their bikes to get to work can continue to receive repair and maintenance
services.
 Break ground in December 2018 to align construction with Urban Bike Project’s slowest time of
year for programming.
 Partner with the Challenge Program on a design-build to develop interior aesthetic and finishes.
 Complete renovations by April 2019.
Facilitate Improved Board Function
 Finalize committee structure and roles/responsibilities for board members.
 Update organization bylaws to address inconsistencies and ambiguities in board operations.
 Create new board member information packet and agreement; clearly define expectations for
new board members so that they can understand their role and contribute more effectively.
 Formalize nominating committee procedure for selecting and approving new board members.
Increase program generated revenue
 Increase bike donations by developing partnerships with groups such as the Wilmington Police
Department and organizing bike drives with various partners.
 Advertise sales online via Craig’s List, eBay, and Facebook.
 Seek opportunities for off site sales (community events and farmer’s markets, mobile repair
clinics, partners such as Habitat ReStore).
 Develop system that expedites preparation of bikes for sale, especially high value ones.
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Seek creative sources of programmatic revenue – examples might include a maintenance
contract with DEEC for their fleet of bikes, offering more group classes, and partnering with
corporations such as Capital One on employee events similar to the Bankers on Bikes initiative.
Explore feasibility and profitability of selling other Urban Bike Project branded items, such as
bells, buttons and stickers, water bottles, etc. Branded items could also be available through an
online store to increase sales.

Reactivate Volunteer Committee to develop recommendations for volunteer retention and
recruitment
 Identify untapped opportunities to recruit volunteers.
 Improve methods of communicating with volunteers.
 Create a calendar of social opportunities for volunteers.
 Develop a volunteer appreciation strategy.
 Offer training opportunities for volunteers to continue to develop their skills.
Create and maintain comprehensive database of schools, social service agencies and youth
organizations to inform and guide partnerships and program expansions.

3-Year Strategic Plan (Complete by March 2021)
Develop and implement a coordinated marketing strategy
 Create an organizational marketing strategy.
 Maintain a press list and regularly share press releases with contacts from the list.
 Place UBP stickers on every bicycle that is sold or donated from our shop.
 Update website, including replacing old photographs with current ones, updating program
descriptions, and improving the layout.
 Create a banner stand display and a branded pop-up tent to increase visibility at tabling events.
VISTA volunteer/Public Allies/LVC
 Identify source of funding to pay Urban Bike Project’s share of the volunteer’s living stipend.
 Define project/role for volunteer. Possible ideas include: Youth program development,
volunteer management, fundraising and donor development, and “West Side liaison” to focus
on programming with partners in other areas of the City.
Continue to develop sources of program generated revenue: by 2021 consistently fund at least 30% of
operating budget w/ shop sales
Diversify revenue streams
 Create corporate sponsorship opportunities for programs and events.
 Work with Dogfish Head to promote and expand the I Pedal A lot bike ride.
 Explore the feasibility of renting out our renovated facility for events – what kinds of events can
our shop legally host (occupancy limits, food preparation codes versus catered events, etc.)?
How much would we have to invest in time and/or resources to rent out the facility? How much
income could we potentially generate through rentals and would this offset our costs?
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Grow the annual giving campaign
 Obtain non-profit edition of Salesforce (available for free to tax exempt organizations) and use
to better track, manage, and communicate with donors and volunteers.
 Create giving levels that focus on donor appreciation and increasing organizational visibility with
minimal cost. Low cost items such as stickers, buttons, and water bottles could be offered as
thank-you gifts for different donation levels. Larger donors would receive special recognition on
our website and in the annual report.
 Brainstorm who benefits from our services and/or has a personal connection with what we do
that can be further engaged and how can we cultivate their support.
 Add a planned giving option.
 Use donor list cultivated through Capital Campaign to leverage more giving.
 Explore the feasibility and usefulness of offering memberships.
 Invite donors to special events and opportunities to view our programs in action.
Implement volunteer appreciation program and volunteer recruitment and retention policies
recommended by the Volunteer Committee
Develop formative evaluations for core programs and major program expansions
 Refine Open Shop surveys to solicit more meaningful feedback on how we can improve. Perhaps
offer multiple choice questions in addition to an open ended one.
 Use Open Shop surveys to set and track goals.
 Develop evaluations for youth programs.
 Work with partners to examine efficacy of methods to improve success rates of the Free Bike
Program.
Utilize data and infrastructure available through Delaware Community Foundation and Delaware
Alliance for Non-profit Advancement to improve organizational capacity.
Obtain an Urban Bike Project vehicle




Compile data on current transportation costs (mostly in the form of regular U-haul rentals),
numbers of additional individuals served through off-site programming, and projected numbers
of additional individuals we could be serving if we had more regular access to a vehicle to
demonstrate need.
Solicit a donation of a cargo van and/or trailer to haul bike with from local companies that may
be phasing out older vehicles or from local dealerships

5-Year Strategic Plan (Complete by March 2023)
The five-year strategic plan focuses on 3 broad objectives:
1. Create a succession plan to ensure organizational sustainability – The organization to date has
largely relied on the commitment of a select few individuals to build and sustain operations. As
the organization continues to expand, it is important to consider what will happen when a key
staff member decides to leave the organization. Salaries currently offered to full time employees
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are below market rate and do not include any benefits outside of paid time off. This will make it
challenging to fill positions with quality candidates when the need arises. We will need to
identify target salaries, research options available to non-profits for employee benefits and
corresponding price points, and identify strategies for sustaining the resources necessary to
reach those targets. In addition to building a reliable base of income that can support higher
salaries and benefits, we will need to identify institutional knowledge and processes that are not
formally codified and create documentation that can be passed down to future employees. For
example, donor management currently relies heavily on the Executive Director’s personal
knowledge of donors and their history with the organization. There is no central database to
access all relevant information about donors. The solution is to create a donor management
database through Salesforce Non-profit Edition or some similar software designed for this
purpose.
2. Hire a full time Youth Program Coordinator – existing staff hours are not sufficient to develop
and implement ideas for youth program expansions, including integrating Earn-A-Bike
curriculum with a partner school’s STEM curriculum and developing tiered youth programming
modeled after Neighborhood Bike Works’ youth programs. Our annual revenue will need to
increase by approximately $40,000/year to accommodate an additional staff person and other
costs associated with intended program expansions.
3. Put logistics in place for a West Side satellite location, including drafting a proposed budget,
lining up funding sources, and identifying an appropriate location.

12 | P a g e

