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Figure 19: Deco Bike
Credit: Deco Bike (Miami Beach, FL)




SERVICE SOLUTIONS SUCCESS

Station Components

Panels

Kiosk /
Pay Station
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SERVICE SOLUTIONS SUCCESS

Number of Stations

* Networks range from:

— 7 stations in smaller
cities like Oklahoma
City to

— 300 stations in New
York City.

VALLEY

Boulder B-cycle Service Area

o Boulder B-cycle Stations. 1
Service Area
Miles
1
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SERVICE SOLUTIONS SUCCESS

Keys for Success

Robust network
o At least 7 stations; Good connectivity and in community-desired locations
(locations based on community survey of over 400 people, and input from
Planning, Engineering, DMD and UTEP
» Having a well established network will encourage more partners, more riders,
more VMT reductions, and more stations in the future

Partner with an established, organized, capable operator with good

relationships with business owners and community groups
» Easier to obtain and maintain partnerships and sponsorships

Good O&M Revenue system
» Reasonable pricing, aggressive marketing campaign, incentives and other
promotions, outreach to entire community, instructional videos

Good bike culture
« Growing exponentially in EI Paso. More and more bike rides downtown; we
now have 7 League Certified Instructors in El Paso, and at least four
community groups dedicated to promoting cycling
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Staff Recommendation

e $400,000 for 8 stations
— 10 bikes / station = 80 bikes

« $300,000 for two years
of operation and
maintenance

=



Presenter
Presentation Notes
If we have 8 stations and 8 bikes per station:
Total of 64 bikes
Equipment and installation (includes bikes) = 
8 X $45,000 – $48,000 = $360,000 – $384,000
Approximate Annual Operating Costs=
8 X $18,000 to $21,000 = $144,000 - $168,000
144,000 – 168,000 / 64 bikes = $2,250 - $2,625 per bike per year
$360,000 – $384,000 = equipment and installation
	+
($144,000 - $168,000 = annual operating costs) X 2 years of operation = $288,000 - $336,000
	+
$100,000 = Feasibility study for further expansion (usually average less than $100,000) 

	= $748,000 - $820,000


CITED FROM: United States. US Department of Transportation. Federal Highway Administration. Bike Sharing in the United States: State of the Practice and Guide to Implementation. FHWA, Sept. 2012. Web. 01 Oct. 2012.
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Proposed Locations for the First Phase g
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Close-Up of Downtown
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First Phase

1. Cleveland
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2. SanJacinto
Plaza
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Texas Tech
School of
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Close-Up of UTEP

First Phase
1. Glory Road
Transit Terminal

Next to the Union
and the Liberal
Arts Building

In front of the
Library
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Models of operation

e Many of the larger bike-sharing schemes
are public-private partnerships that rely
on a combination of user fees, advertising
revenue, sponsorship and government
money.

Forbes - Y™

Bike-Sharing Grows Up: New
Revenue Models Turn a Nice
Idea into Good Business
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Models of operation

Operating non-profit
— (either pre-existing or established specifically) owns and operates the system.
Administrative non-profit

— (either pre-existing or established specifically) owns and administers the system;
— operated by a private contractor.

Publicly owned; operated by a private contractor
Privately owned and operated

Publicly owned and operated
— (no North American examples as of Jan. 2012).

Transit agency owned and operated
— (no North American examples as of Jan 2012).

Owned and operated as part of a street-furniture advertising
contract.



Presenter
Presentation Notes
The reason non-profits are so beneficial for the operation of a bike share system is that the system relies heavily on sponsorships. Giving to a non-profit allows businesses to take advantage of a tax write-off. It may also be easier for non-profits to receive grants.
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Operation Costs

e Operational maintenance costs

— Maintaining the stations (make sure they are functional
and clean)

— Maintaining bikes and infrastructure (fixing flats, etc.)

— Rebalancing the system (moving bikes from one station
to the other)

— Providing customer service (memberships, billing, etc.)

— Make sure the data tracking software is working
« Annual Software renewal
» Cellular connectivity
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Operation Costs

* Promotional costs
— Sponsorship/Advertising

— Marketing

» Promotions (free helmet with annual membership, 10% off
monthly pass during Bike Month)

* Social Media

— Safety outreach and information
« Help from community group and certified bike safety trainers

— Website
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Operational Costs

Admin, 39%

Replacement,
25%

O& M, 22%
B Admin

EO &M
B Replacement
Outreach
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Suggested Membership and Usage Fees

Membership Fee (access to system) Usage Fees (per ride)

e 24 hours - $3 - $7 e 0-30 minutes — no charge

o 7 Days - $8 - $20 e 31-90 minutes - $3

e Monthly -$21 - $30 e 91-120 minutes - $6

e Annual — $60 - $80 e Every 30 minutes thereafter - +$4

e Daily Maximum- $65
e Student Annual- $45-70

e Senior (65+) Annual - $45-70
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Projected Revenue

Grants - $10,000 / year (Foundation grants for example)

Membership -

— Annual: $3,000 (50 annual memberships) in first two months then $600 (10 annual
memberships) for 3" and 4" month and then $300 afterwards (5 annual memberships)

— Daily, weekly, monthly: $2750 for 15t month, $1000 for 2"d month, and $500 monthly afterwards
* Mixed amount of passes—amount derived from other cities’ cash flows

Sponsorship of stations @ $15,000 each for 8 stations = $120,000
Usage Fees = $2,000 initially and $1500 monthly afterwards

— Mixed amount of passes—amount derived from other cities’ cash flows
Other miscellaneous sales/revenue: $200 initially and $50 / month afterwards

Operation resources

Grants and Contributions S 10,000
Membership passes
Annual S 3000 S$3000 S 600 S 800
Daily, weekly, monthly S 2750 S1000 S 500 S 500
Sponsorships S 120,000
Usage Fees S 2000 S1500 S1500 S 150

Replacement Fees (replacing bike cards, lost bikes)

Miscellaneous Fees (misc. expense charges)

Declined credit card/Rebilling

T-shirt sales S 2008 50 $ 5 s 50

Total operation resources


Presenter
Presentation Notes
Denver was explaining how the offered multi-year contracts for “title sponsorships” which for them was about $500,000 for three years and it meant that company’s logo was the most prominent on all advertising, brochures, and on every bike. The multi-year contracts helped sustain the system for the near future. 

He also explained how sponsorships were crucially important. We’ve already had interest in the sponsorship of a station.
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Forecasted Cash Flow Statement

El Paso Bike Share System
Statement of Cash Flow
2013

Operating activities
Operation and Management Expense
Project Coordinator 52200 52200 S 2200
Accounting: A/P- bill membership fees, deposits, fees
from bike use, advertisements and sponsorships, A/R -
pay all operating costs, repairs, etc. and financial

reporting

Sponsorship: develop sponsorship packages,
advertising packages, develop, create and manage
parmerships, plan for program expansion (staff time),
sell and maintain sponsors

Sponsorship: develop sponsorship brocures and
marketing materials $ 150 § 150 § 150
Membership: GPRS with service provider
Membership: membership cards (250 initial
programming at 52 each)

Membership: solicit memberships

Membership: develop membership promotions (staff
time)

Maintenance: bicycle repairs, clean solar panels
Matinenance: bicycle balancing

Maintenance: storage facility

Reporting: monthly / quarterly

Website: eblast costs / smartmail fees (one weekly /
1000 member list

‘Website: maintenance

‘Wifi: monthly fee (cellular connectivity) $ 720 & 720 $ 70
Annual software update (per dock)

Expansion: develop expansion plan - staff time

Expansion: website update - staff time 5 100 5§ 100 § 100
Marketing: purchase advertising, develop and design

ads, develop membership prometions, design and print

maps, membership applications, and sponsor

recognition package for bikes - staff time § 200 $ 200
Marketing: advertising

Marketing: update and print marketing materials and

maps

Marketing: public relations and social media /

newsletter 5 150 § 150 § 150

5 280 S 280 5 280

w

5

s

2200 52200

B3

20 s

720§
14520

200

720

300 s 500

2000 S

2,000

S 2200
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$ 300
$ 2,000
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150 §

150
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52200
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170
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Presentation Notes
This cash flow statement shows increases and decreases in costs throughout the year. During the fall and spring, when we anticipate the bikes will be used the most, the costs for monthly maintenance increase.

Monthly costs include wifi, marketing through social media, marketing through ads, soliciting memberships (could be through incentives or giveaways), accounting costs and project coordinator fees.

The blue section are the planning months before the system will be actually installed.  


Forecasted Cash Flow Statement

Annual Station service contracts - optional
Kiosk
Solar option
Dock
Total operation and management expenses

Infrastructure and set-up costs
Bikes (3 speed Nexus with basket design)
Bikes option (7 speed option)
Trike {optional}
Station (AC powered)
Solar kit (solar mast, panel, batteries, etc)
Docks
Bases - 4 inch non-bolted (solar)
Ad/Map moedule (two sided display)
Station connectivity test
Omnsite station installation
Freight for bikes and stations
Bike assembly in location
Station site preparation (if necessary}
RFID Reader
Website/ Software (local website and backend software)
Total Iifrastructure and set-up expenses

Operation resources
Grants and Contributions
Membership passes
Annual
Daily, weekly, monthly
Sponsorships
Usage Fees

Replacement Fees (replacing bike cards, lost bikes)
Miscellaneous Fees (misc. expense charges)
Declined credit card/Rebilling
T-shirt sales

Total operation resources
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3,376

14,040

78,976

5,850
35,656

119,160
24861
7784

13712
18,400

3200
40,000
7,500

10,000

3000 S3000 5 600 S 600
2750 $1000 5 500 S N0

120,000

2000 § 1500 S1500 S1500 S1,

200

5

50 5

50 5

5
S

50§
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s 337
s 92
S 14040
S 10,000
S 300 S 300 S 300 S 300 S 300 S 300 S 300 S 300 S 300 S 300 S 300
S 500 S 500 S 500 S 500 S 500 S 500 S 500 S 500 § 500 S 500 S 500
$ 120,000
$1500 S1500 $1500 § 1500 S1500 S1500 S1500 $1500 S1500 S1500 $1500 S$1

g 88

6,752
1,984
28,080

(149,706)

7,500
(385,474)

20,000
12,300

13,250
240,000

317,950
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Forecasted Cash Flow Statement

Cash flow from operation and management expenses $ (149,706)
Cash flow from infrastructure and set-up expenses $ (385,474)
Cash flow from operation resources $ 317,950
Cash flow from capital resources (grants and funding) $ 800,000
Projected cash balance end of Year 2 $ 582,770
Projected cash balance end of Year 3 $ 658,177
Projected cash balance end of Year 4 $ 733,584
Projected cash balance end of Year 5 $ 808,991
Projected cash balance end of Year 6 $ 910,798
Projected cash balance end of Year 7 $ 1,014,645

Projected cash balance end of Year 8 $ 1,118,492



Presenter
Presentation Notes
Using information gathered from other cities’ cash flow statements and from a bike share vendor’s price builder cost estimate, the two years of funding for operations should provide enough cushion to cover the largest project expenditures and sustain the project. 

As long as memberships and user fees increase (as they did in other cities, such as Denver) and sponsorships are maintained, especially through the use of multi-year contracts, the operation resources/revenue can cover the operation expenses. 

Additional revenue can be used to expand the system or increase marketing and outreach efforts.
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Potential Partners for O & M

Downtown Management District
Regional Mobility Authority

Velo Paso (community organization)
UTEP*

Fort Bliss*

*O & M on-site only
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Thank you
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