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1. THE ORGANIZATION & THE SERVICE
1.1 – Organizational Overview
Mission
Worldwide Mobility seeks to empower disabled individuals through the dissemination of appropriate mobility aids in the developing world.  We collaborate with foreign wheelchair organizations to deliver quality mobility aids to people with disabilities, providing them with a means to social, educational, and economic opportunities.

History 

As a graduate student at MIT in mechanical engineering, Amos Winter first traveled to Tanzania in 2005 to work on appropriate wheelchair design on a summer fellowship from the MIT Public Service Center. During his travels, he not only saw the need for wheelchairs that were appropriately designed for the terrain and lifestyles that he encountered, but also a tremendous need to fund the workshops that could provide such chairs. Many chairs cost up to $300, an impossible price for locals to pay, especially as many of such individuals find it hard to secure a job. Amos established a wheelchair design class at MIT and helped found MIT's Mobility Lab to inspire innovative engineering solutions for mobility in the developing world. Worldwide Mobility was born in 2008 as a way to ensure that appropriately designed wheelchairs get into the hands of those who need them. The goal of the organization is not only to fund existing wheelchair workshops to continue their important work, but to build the capacity of such organizations so that, over time, they can improve their services independently.

Legal structure 
Worldwide Mobility will be a non-profit based in the US. As such, it will be heavily dependent on donors and will act as a facilitator between US-based philanthropists and those who need access to mobility in developing countries. Despite the fact that it is dependent on donations, it aims to help facilitate self-sufficiency in its partner organizations by building the capacity of those organizations to thrive on their own over time. 

Worldwide Mobility works with partnerships of non-profits and wheelchair workshops. The reason for this partnership is two-fold. First, this enables Worldwide Mobility to grant money directly to another non-profit which is logistically easier than sending money to a for-profit enterprise (the workshop itself). But, beyond the logistics, this partnership also maximizes the impact of the money itself (for more details on the operational flow, see section 1.3).

Accolades 

Amos’s work has already gained incredible praise, laying a strong foundation for Worldwide Mobility’s work. MIT’s Tech Talk, the MIT Technology Review, and MIT’s Spectrum have all featured articles about Amos and his focus on appropriate wheelchair design. Most recently, Amos and a team of MIT students won the MIT IDEAS Competition for their “Leveraged Freedom Chair.”

1.2 – Service Overview

The need for more appropriate wheelchairs
According to the United States Agency for International Development, 20 million people in developing countries require wheelchairs, and the United Nations Development Programme estimates below 1% of their need is being met in Africa by local production. 

Wheelchairs are more than a mobility device; they enable access to quality of life. They facilitate choice, dignity, and opportunity. While many people have recognized the pressing need for wheelchairs in the developing world, most organizations have addressed this need by sending manufactured wheelchairs to countries in need, where they are given away. This, however, is not addressing the need of securing more appropriate wheelchairs. The wheelchairs given by such organizations do not meet the demands of the local terrain and do not build the capacity of local wheelchair workshops to provide the wheelchairs themselves.

Appropriate wheelchair design meets the needs of the individuals who will use the wheelchairs. It is safe, rugged, made from local parts, and properly fit to the individual user. If manufactured properly, it is a powerful tool for development. Many wheelchairs that are being delivered do not meet these credentials. They are a valid short-term solution but fall apart quickly and are dangerous to use. 

Basic description of our service/website
Rather than giving wheelchairs that were manufactured in the United States or in China, Worldwide Mobility supports local work, local ideas, and local needs. By emphasizing the “local” in all we do, we aim to build sustainable capacity that not only improves lives in the short-term but changes the local system to address the needs within the country itself. 

To support local wheelchair dissemination, Worldwide Mobility hosts a website that enables donors to sponsor end beneficiaries who need wheelchairs in developing countries.  After a donation is placed on our website, we submit an order with a local wheelchair workshop. The wheelchair workshop identifies the recipient, builds a wheelchair, and delivers the chair, providing us with verification along the way.

Worldwide Mobility aims to not simply be a “hand out” but rather a “hand up” for all involved. For the end user, the wheelchair is coupled with access to education and livelihood. The local partnership not only enables the delivery of an appropriate chair, but the tools and training needed to leverage this chair to truly improve the users’ life.

Stakeholders in service

Beyond Worldwide Mobility as an organization itself, there are four key stakeholders involved in Worldwide Mobility’s operations: 

(1) The donor

(2) The local workshop

(3) The end beneficiary of the wheelchair 

Each of these individuals is considered distinctly in the organizations setup, with their own opportunities to provide feedback and to participate in the process. The hardest stakeholder to engage is the end user. However, through the local organizations, as well as future M-Lab students and MIT Public Service Center fellows, Worldwide Mobility should be able to conduct surveys to understand its end impact on the user.

What benefit does it have for each stakeholder?
Worldwide Mobility benefits each stakeholder involved: 

Donor- Worldwide Mobility offers a personal connection to the end beneficiary. Each beneficiary has a profile so that a donor can select which individual he/she would like to support. The donor is also thanked for their contribution, leaving him/her with a small memento of their support and the meaning of their gift. 

Local Workshop- Worldwide Mobility secures more orders and money flow through the local wheelchair workshop that will help the workshop pay the bills, improve their services, and build their capacity. 

End User- The end user is imacted, having received the wheelchair he or she needed in addition to individualized support from the local non-profit workshop workshop.

1.3 – Business Model

Value proposition
Worldwide Mobility serves an unfilled niche. Currently, appropriate wheelchairs are sold locally through local wheelchair workshops and international non-profit organizations give away chairs that are sourced from the US or China. Worldwide Mobility is the first organization of its kind to focus on local staff, local workshops, and local non-profits. In short, Worldwide Mobility is the first known non-profit to focus on developing local capacity and ownership in addressing the growing mobility need.

Competitive Advantage
Worldwide Mobility has three primary advantages over existing organizations:

(1) Worldwide Mobility successfully connects the donor to the end user though the use of appropriate technology and the close relationships of the local community partners and end users

(2) Worldwide Mobility considers holistic solutions that promote ownership and participation (through vocational training and some kind of contribution)

(3) Worldwide Mobility provides local jobs and increases the capacity of the workshops that it works with


Operational logistics - Worldwide Mobility is an intermediary organization, facilitating the transfer of funds between a donor, likely in the United States or Europe, and the partner local NGOs and workshops. Worldwide Mobility hosts a website that makes this connection easy to understand and connects the donor to the end beneficiary. The donor identifies a beneficiary or location through a profile hosted on the Worldwide Mobility website and makes a payment towards a wheelchair. The money is then sent to a local non-profit workshop that has waiting list of people needing wheelchairs. The workshop then produces the chair to the specifications of the end user and delivers the chair to the individual.  The local workshops also provide vocational training and support to those receiving the chair, ensuring that is a tool to make the end user more mobile in their daily life. The holistic approach to wheelchair donation allows individuals to take advantage of a quality wheelchair to empower themselves.

Worldwide Mobility works with prescreened, high quality local non-profit workshops to ensure the following:

(1) Quality of end product- The end product is more than a wheelchair. The partnership enables both a chair and personalized support in finding a job or receiving vocational training so that the chair is as useful as possible.

(2) Accountability- The local workshops provide us with the names, pictures, phone numbers, and signatures of the wheelchair recipients.  We also audit the workshops on a periodic basis to ensure the accountability of the donation network.

Growth and impact - Worldwide Mobility believes that growth and impact come through successful partnerships, both local and international. It will begin its work by partnering with local non-profits and workshops with the objective of one day possibly partnering with other wheelchair organizations to maximize collective efforts.

Worldwide Mobility will begin its work within Eastern Africa to develop the partnerships and infrastructure needed to have a successfully scalable model. After developing collaborations with multiple workshops and non-profits, Worldwide Mobility will scale to the general region and eventually to the world. While the overarching objective is to ensure global access to appropriate wheelchairs, Worldwide Mobility will focus on conscious scaling to ensure that its metrics of success are met in one area prior to expansion to another. 

Long-term sustainability
While Worldwide Mobility will remain dependent on donations, the amount of choice it will give to the end donor as well as its tangible metrics of success will help it succeed. Also, its emphasis on ensuring the long-term sustainability of the workshops it is partnered with will help as well. Over time, through helping these workshops help themselves, more and more individuals will be able to benefit from access to a wheelchair. Very transparent measurements of this impact over time will be very crucial to Worldwide Mobility’s success.

2. MARKET RESEARCH AND ANALYSIS
2.1 – Industry background and overview 
Wheelchairs have been around since the 1670s.  The donation of wheelchairs has probably also existed since about that time, though it was not likely formalized through organizations until the 20th Century.  Most wheelchair organizations are non-profit, tax exempt 501(c)(3) organizations in the United States.  There are a few large foreign international organizations like Motivation UK as well as numerous organizations within other countries.
We design Worldwide Mobility to be an organization that internationally assists wheelchair users and manufacturers of appropriately designed wheelchairs in foreign countries.
Organizations that accept used wheelchairs
There are many organizations that exist that accept and/or distribute used wheelchairs, though most are only nationally based.   Wheels of Love is a non-profit that works in the USA as well as in Russia, Kenya, Mongolia and Saudi Arabia in assisting individuals in acquiring a manual wheelchair.  LifeNets --The Wheelchair Project also works internationally with medical missionary organizations to match donated wheelchairs with needy recipients.  The Mobility Project works in developing countries through delivering mobility aids, providing sports programs for the disabled, and building wheelchair refurbishing/manufacturing workshops that also employ the disabled.  Wheels for Humanity also refurbishes donated wheelchairs and fits them to the users; they partner with international health-care organizations for identifying those in greatest need.  
In addition Chariots of Hope is an NGO that collects used wheelchairs. We spoke with Michele Carney, the president of Chariots of Hope, who informed us that they operate on a 100% volunteer basis.  They raise approximately $20,000 US a year which funds the shipment of about 200 wheelchairs and pays for the accounting costs, legal costs, rent, insurance (property and directors), as well as marketing.  They have been around since 1998 and two years ago, 2006, they partnered with the Connecticut State Police to collect wheelchairs from people.  They then work with the Department of Corrections in Sommers, Connecticut to strip and fix up the wheelchairs that are donated.  It costs about $200 for the re-outfitting and the shipping to the end-user, though shipping is the bulk of the cost. Finally they have confirmed that most of their donors are individuals, though they do run a golf tournament fund-raiser which can bring in some corporate sponsors.
Organizations that accept monetary donations for new wheelchairs
Moreover, there are also organizations that accept monetary donations for new wheelchairs. The Free Wheelchair Mission (FWM) is one such NGO that has come up with an inexpensive wheelchair design made from already mass-produced parts, including a plastic lawn chair. The Free Wheelchair Mission is a Christian based organization that began in 2001.  The Wheelchair Foundation (WF), founded in 2000, distributes massively produced wheelchairs from China in 152 countries throughout the world.  They have partnered with numerous organizations including LDS Charities, Rotary Club, Knights of Columbus, and the US Department of State to name a few.  The Church of Jesus Christ of Latter-day Saints (LDS) operates LDS Philanthropies, which maintains wheelchair donation as one of its five initiatives.  This initiative began in 2001 with a partnership with the Wheelchair Foundation that lasted for four years.  LDS Philanthropies has since developed their own relationships with manufacturers and other partners.  We talked with Sharon Eubanks, the only paid employee for the wheelchair initiative; the distribution of wheelchairs occurs through LDS humanitarian missionaries who are volunteers.  LDS Philanthropies distributes four models of wheelchairs including a hospital wheelchair, a hospital wheelchair with mountain bike tires, Motivation's WorldMade chair, and the Rough Rider chair by Kien Tuong.  Finally, Richard Frost was contacted at Motivation UK.  Motivation UK is an organization that was founded in 1991 by students in an effort to promote their design of a wheelchair for the developing world.  Their organization began with the concept of appropriate technology.  As their name suggests, they operate out of the United Kingdom.  Motivation's activities include "the design and provision of low-cost mobility products, capacity building and training with disabled people's organizations and rehabilitation institutions, rights based initiatives, employment programs and community based peer group training." 

Miscellaneous Organizations
Other organizations exist for providing wheelchair services in developing countries.  For example, Whirlwind Wheelchair International is an engineering organization that provides instruction and technology to workshops in developing countries to help them produce more appropriately designed wheelchairs.  They have developed their own Whirlwind Wheelchair which is an open source design. In addition, there are many local organizations, e.g. Kilimanjaro Association for the Spinally Injured (KASI), etc., who help identify local needs and designate funds as needed and when available. 

2.2 – Industry trends and growth 

Some trends with the organizations examined seem to be the creation of advisory boards, stakeholders, if you will, who make decisions regarding the direction of the organization and its resources.  WF has roughly 50 members on its international board of advisors, including a number of first ladies from various countries, Don Shula (former NFL coach), a couple doctors, Jerry Lewis, Mikhail Gorbachev, and other names of note.  In contrast LDS Philanthropies has a rather small advisory board including an orthopedic surgeon, 3 physical therapists, and a wheelchair rider/builder.  FWM has 10 members of its board including the founder, a medical director, CFO and seven other non-qualified names, meaning no descriptor is mentioned. 
Cost of wheelchair production and shipping is a major factor for these organizations.  While local workshops in developing countries can provide wheelchairs starting at approximately $200, the various wheelchair organizations utilize large scale manufacturing to lower the cost of each wheelchair.  LDS Philanthropies purchases and ships wheelchairs at approximately $85-95 each, while FWM can make each wheelchair under $50 each. The WF advertises that $75 will cover the cost of each wheelchair, however, if a donor wishes to specify a region of recipients this doubles to $150.  Most often success for these organizations is seen in the numbers of wheelchairs they donate, rather than quality, quality of life for users, etc.  This indicator while easy to measure, in our eyes, does not necessarily measure the right type of impact we wish to make.

In terms of accountability and follow up, most organizations provide a picture of wheelchair recipient and a brief story to the donors.  
Finally, the following information on leadership salaries was made available through Charity Navigator as well as through the public disclosure by the organizations. 
	Organization
	Leadership
	Salaries of Note

	Free Wheelchair Mission (FYE 2007)
	Don Schoendorfer, President and Founder
Bretton Trowbridge, COO
Kelley MacGregor, VP of Development
	$64,833
$86,916
$78,233

	Wheelchair Foundation (FYE 2006)
	David Behring, President
Jeffrey Behring, Director Special Events
	$200,028
$79,000

	The Mobility Project (FYE 2006)
	Lisa Murphy, CEO
	$21,850



In terms of expenses the breakdown is as following:


	Organization
	Program Expenses
	Administration Expenses
	Fund-raising Expenses
	Fund-raising Efficiency

	Free Wheelchair Mission (FYE 2007)
	70.4%
	5.4%
	24.1%
	$0.22

	Wheelchair Foundation (FYE 2006)
	76.6%
	16.8%
	6.5%
	$0.05

	The Mobility Project (FYE 2006)
	86.3%
	11.5%
	2.1%
	$0.02

	Motivation Charitable Trust (FYE 2006)
	88%
	2%
	10%
	n/a



LDS Philanthropies is an interesting case, though there is one paid employee directing the wheelchair initiative, she is employed by the LDS Church.  This allows LDS Philanthropies to use 100% of its funds towards its initiatives, they do not incur administrative costs, nor do they fund-raise.  
Finally, another trend is for larger organizations to partner with local organizations or other charities.  For example, the LDS Church began its initiative with the Wheelchair Foundation.  Also, Motivation works with a variety of local manufacturers and charities that deal with wheelchair service and training, civil rights, economic empowerment, etc.
2.3 – Marketing strategy

Our Niche

Given the numerous organizations already invested in the field it is necessary for Worldwide Mobility to solve the problem of providing mobility in an innovative way.  This leads to our focus on educational and small business wheelchair donations.  In an effort to promote work by local manufacturers, we have decided we should promote their ability to adapt wheelchairs to the needs of specific users.  The focus on education and small business wheelchairs is NOT exclusive, merely it is a marketing strategy to capture a sector of donors who want to proverbially "teach a man to fish" rather than just give him one.  These chairs would also likely provide wheelchair users with an opportunity to develop their role in society. 
We will also likely begin with a geographical focus with a few workshops in Eastern Africa before we expand.  This will also help us build partnerships for the wheelchair distribution and for follow-up including classes of instruction on operating small businesses, etc.
Another idea that currently needs more investigation into is that of using a micro-loan schema where people become responsible for a portion of the cost of their wheelchair.  While this would mainly be for the psychological effects of having the user invested in his/her chair, it may also serve the purpose of a "pay it forward" scheme whereby users can contribute towards a wheelchair for another.  Again, it should be stated that this needs much more investigation, and will likely be specific to each region. 
Our website
Our website will provide the donor with a link to someone in need.  We hope to facilitate profiles of people that donors can choose to sponsor a mobility device for.  This personalization will hopefully motivate and encourage more donations as well as provide an easier means of follow-up. 
Our website also has an easy interface for wheelchair workshops to use to help create workshop profiles and easily disseminate fundraising materials.  It is expected that the local NGOs, e.g. KASI, have the internet access and the resources to facilitate this best. 
2.4 – Competitors

Our competitors include the other wheelchair organizations previously discussed. It is unfortunate for us, but many of them already operate huge accounts.  This poses a high barrier to entry.  
Motivation UK's incoming resources for 2006 were £2,555,000 (GBP), with already approximately £428,000 in Net assets. The Free Wheelchair Mission had a (FYE 2007) total revenue of $5,312,130 and net assets of $958,583.  The Wheelchair Foundation had a (FYE 2006) total revenue of $12,271,672 and net assets of $7,479,280.  Finally, the Mobility Project had a (FYE 2006) revenue of $919,988 and net assets of $35,505. 
2.5 – Competitive Advantage

While we have many competitors, in terms of the organizations previously discussed, our aim is to capture a different market sector.  We look towards capturing donors who are interested in the sustainability of their gift.  The purpose of our niche is to attract donors interested in education initiatives, micro-financing, encouraging economic empowerment, encouraging small businesses, as most importantly, mobility. A donation network for appropriate mobility aids and for people with disabilities only has never been created before.

Worldwide mobility is working on the technology that would enable the end-to-end system of donors to beneficiaries. We aim to create a more efficient way of delivering donations to those in need, with the least amount of overhead and transaction costs—all with the most amount of transparency.

We also hope our affiliation with MIT and desire to continue to promote these efforts will attract donors who wish to provide hands-on service learning opportunities. 
Finally, we look towards developing partnerships with local organizations as well as other international organizations such that we are not competitors, but partners working towards the same goals of providing mobility. 

3. FINANCIAL STATEMENTS
In developing Worldwide Mobility it is necessary to secure initial funding for start-up costs.  These include incorporation and 501(c)(3) registration fees, web domain, software, travel, research, etc.  Ropes and Gray will perform our legal work pro bono, and the MIT Public Service Center is providing current operational funding.  In addition, questions need to be answered regarding the Internet transfer of funds, as well as international exchanges in currency.  We plan to hire a full-time employee as the organization grows so that Worldwide Mobility has the proper guidance to succeed.
4. SERVICE/WEBSITE DEVELOPMENT PLAN 

4.1 – Website Overview

Goals
The website aims to do several things:

(1) connect donors to those who need wheelchairs

(2) provide information about appropriate wheelchair design

(3) highlight opportunities to support dissemination of appropriate wheelchairs (in addition to funding wheelchairs themselves, the site will showcase student projects, collect funds for M-Lab and student fellowships, highlight the needs of individual shops, etc.)

Website Functions

The first goal is achieved through profiles that highlight individuals’ needs to potential donors. The site also maintains a page called “Appropriate Technology” which highlights the importance of appropriately designed wheelchairs. This page is intended to be a learning tool to highlight not only good wheelchair design but also what goes into the construction of the chair and how the price is determined. The website also provides space to “Meet the Workshops” and see their various activities.

4.2 – Website and Organizational Risks

There are several risks and challenges in operating the website. Ensuring that the end product gets to the user is the most crucial aspect of Worldwide Mobility’s work. Without proper accountability, it will lose a great deal of business.  The website must also be secured to safely transfer money from the donor to Worldwide Mobility. Additionally, Worldwide Mobility must constantly evaluate improvements in its accountability mechanisms. There are other smaller risks. For example, since the local workshops will be submitting profile information, some information may be inaccurate or hard understand. Therefore, it is important that all information is reviewed by Worldwide Mobility prior to being posted on the site. Worldwide Mobility should make operations extremely transparent and easy to understand on the website interface itself. A final challenge is maintaining the sense of being personal while also making the website as automated as possible. Worldwide Mobility will maintain minimal staff to minimize overhead expenses. But, this personal connection is its selling point. This means that the logistics of automatic responses and the system as a whole need to be thought out carefully.
5. ACTION PLAN
5.1 – Timeline
Our proposed timeline is as follows:

Fall 08:

Refine Business Plan



Apply for Incorporation and 501(c)(3) status


Develop Workshop and NGO Partnerships

Winter 09:
Visit Partners to Discuss Network



Create Marketing Materials



Define Financial Transaction Mechanisms

Spring 09:
Formulate and Implement Website



Create Bank Account and Money Transfer Operations



Design Final Verification Protocols

Summer 09:
Start Initial Fundraising



Search for Potential Director

Fall 09:

Begin Collecting Donations



Refine Partnerships

2010+

Grow to new partners/areas
5.2 – Risks

In summary, we have identified a few key questions that still need to be answered.  They include the question of cash flows and currency exchanges.   Richard Frost of Motivation UK discussed that USD and GBP are very flexible currencies that can be changed out in most places.  He did also note that they do suffer from losses in terms of fees and fluctuating exchange rates. 

Furthermore, with our scheme of working with local organizations we need to identify which we would go through as well as the costs we would incur because of that. Essentially we need to answer the question of how much that middle man costs. 

6. MANAGEMENT AND ADVISORS 
6.1 – Management Structure
The Worldwide Mobility Board should include individuals who can represent the various stakeholders in the process. Specifically, we recommend having a wheelchair user on the board, someone who has experience with non-profits in the developing world, someone who has experience constructing wheelchairs in developing countries, and someone who has experience as a philanthropist and knows what donors look for. Additionally, there should be someone on the board who can maintain the MIT connection that Worldwide Mobility currently has so that its activities can complement activities conducted through MIT’s M-Lab.

Worldwide Mobility aims to have minimal employees at any given point of time. It will start with a Board of Directors as well as an Executive Director to oversee operations. Initially, the Director will likely need a Website Developer and an Accountant to supervise the organization’s activities. These could likely be part-time or volunteer positions. When Worldwide Mobility builds up the funds and expands its reach to multiple countries, it will have Local Liaisons on site in to ensure that logistics run smoothly and to constantly evaluate and redefine Worldwide Mobility’s metrics of success. Worldwide Mobility will also maintain a connection to MIT’s M-Lab, seeking to both fundraise for M-Lab’s activities as well as to fund MIT student fellowships to work with our its partners. These individuals would fall under the supervision of the Local Liaison.

Current active members of Worldwide Mobility are:

Executive Director: Forrest Funnell (ffunnell@mit.edu)

Chairman of the board: Amos Winter (awinter@mit.edu)

Projects Coordinator: Tish Scolnik (tish@mit.edu)

Strategic Advisor: Shirley Fung (shirley.mit07@gmail.com)

Communications Team: Danielle Delatte (ddelatte@mit.edu) 
Below is an organization chart of the Worldwide Mobility organization. The blue boxes denote individuals who are needed from the beginning and the yellow boxes show expansion based on the availability of funding.
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6.2 – Advisory Board

In addition to a governing Board of Directors, we also suggest the development of an advisory board, with specific areas of expertise to help inform decisions. Individuals whom Worldwide Mobility might consider are: 

Peter Haas (phaas@aidg.org) - Founder and Director of the Appropriate Infrastructure Development Group; Echoing Green fellow and experience with developing hybrid non-profit/for-profit organizations
Lorin Silverman (lorin@ny830.com) - experience with money transferring systems and non-profits

6.3 – Community Partners

Our worldwide network include the support of the following active community partners:

Association for the Physically Disabled of Kenya (Nairobi, Kenya)
Pan Africa Wheelchair Association (PAWA)
Kilimanjaro Association for the Spinally Injured (Moshi, Tanzania)
MobilityCare (Arusha, Tanzania)

Katalema Cheshire Home (Kampala, Uganda)

Kilimanjaro Christian Medical Centre Wheelchair Workshop (Moshi, Tanzania)

Shonaquip CC (Cape Town, South Africa)

Kien Tuong Private Enterprise (Ho Chi Minh City, Vietnam)
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