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Bike Distribution and Repair

Programmatic Project

Project Implementor
Chad Brown Alumni Association/ North End Outreach

e Chad Brown Alumni Association/North End Outreach is a local nonprofit
organization focused on community development and growth through
dialogue, service, and mentorship. The organization is a collective of former
residents of Chad Brown public housing, located in the 02908 ZIP code.

Initial Goal
Distribute 50 bikes and repair kits and offer bike maintenance and repair
workshops to low-income residents of the 02908 and 02909 ZIP codes.

Outcomes

e Surpassed original goal: Distributed 75 bikes and repair kits, which enabled an
additional 25 young people to participate in this program
e Hosted bike repair, maintenance, and safety trainings through a collaboration
with Providence Bike Collective (now known as Lefty Loosey Bike Collective)
e Participant feedback (65 responses):
«  Over half of participants surveyed were youth of color
« After participating, more than 75% of parents/guardians surveyed felt
their child was more comfortable riding a bike in the neighborhood
+  Room for more improvement with confidence in repairing bikes: a third or
parents/guardians felt their child was more comfortable repairing a bike

after participating
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Interviews Results and Analysis

Several key themes emerged from 25 semi-structured interviews and
observations from meetings with Implementation Committee members, Project
Sub-Committee members, Project Implementers, and Central Providence
Unidos staff, namely:

1. Value of participatory budgeting project implementation
for community building, skill growth, and process shifts

2. Participatory budgeting project implementation
processes benefit from a flexible and active
community-based coordinator that also
prioritizes participant skill growth

3. Considerations for future participatory
budgeting processes

Below are insights from interviews that supported these key themes:

1. Value of participatory budgeting project implementation for
community building, skill growth, and process shifts
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Many committee members and Project Implementers appreciated
building relationships with people in their communities whom they

otherwise would not have met. Residents who served on committees
valued connecting with organizations in their communities.

A. Relationship and community building

The implementation process connected committee members, Project
Implementers, and governmental and quasi-governmental agencies to
work collaboratively.

¢ One Steering Committee and Implementation Committee member who
previously lived in Central Providence expressed the value of relationship
building to work together to advance health in their community: “Being
able to build my network and relationships had an impact on me, because |
was able to meet folks that live and work in the community and learn about
what they do [...], hear their personal stories about why their community is
important to them, and also just bringing in my own personal experience.
Living in this area was tough, and | know firsthand that not a lot of
opportunities were being offered to individuals [...] to improve our well-being
and health.”

¢ A Project Subcommittee member expressed the importance of building
community after the COVID-19 pandemic: “Since the pandemic, we've kind
of forgot what that community looks like [...] This opportunity awakened the
community, like there is so much more out there. It awakened me as well.”

¢ “[NNF]helped me to learn more about the organizations that are here in
my community, understand the landscape of who is doing what,” said
a Central Providence resident who served as an Implementation and
Subcommittee member.
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Relationships and existing networks also contributed to NNF's success. Many
committee members who were residents said they became involved through
direct outreach from Central Providence Unidos staff or from word of mouth.
Additionally, some Project Implementers noted that they had been embedded in
their communities and had existing networks that helped them attract potential
project participants.

These insights demonstrate how much individuals and relationships mattered to
the success and value of the NNF project implementation and PB processes.

B. Diverse perspectives moving toward a common goal

All interviewees noted there was a shared goal of improving the community,
which supported group cohesion. One Project Implementer noted this, saying,
“We were from different worlds, coming together to do something for the
community.”

Throughout the interviews, committee members discussed the
value of hearing differing perspectives during the decision-
making processes, and most felt that their input was valued.

All committee members appreciated the varied perspectives
in the group, and nearly all felt their perspective was seen
as valuable.

Several committee members expressed the importance of having space for
disagreement. For example,

e One Project Subcommittee member reflected on how they had a distinct
perspective on police presence at events than the Project Implementer. They
said, "You have to meet the community where it is at, regardless of what your
values or morals or opinions are. If that is what the community is doing, you
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need to meet them halfway and understand their own strategies and how
they are protecting their people in their own way.”

e A Steering and Implementation Committee member highlighted the respect
that group members had for each other: “It was a pretty honest process.
People were free to disagree, and people were very invested in talking things
through [...] | felt a certain amount of camaraderie.”

An Implementation Committee member noted that there was a balance of
power during the implementation process: “We were always treated as equal
individuals. We were given the opportunity and space to be ourselves, [...] we all
sort of shared the power dynamic equally, which is always good [...] The process
that the HEZ implemented really helped with having a balance and ensuring that
everyone felt heard and felt valued and respected, and that no one was above
anyone else.”

These sentiments demonstrate that the NNF project implementation process
was largely able to move beyond quick agreement to explore tensions in
community change, while making many involved feel valued, appreciated, and
united in a shared goal of serving those who live in the 02908 and 02909 ZIP
codes. These sentiments also align with findings of other PB evaluations that PB

fosters a greater sense of community and understanding [27-28].
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C. Leadership and skill-building opportunities for committee members

Many residents who served on the committees were already involved in their
communities and were drawn to NNF for the opportunity to impact their
communities and, for some, to learn skills. Committee members appreciated
being part of decision-making processes, gaining leadership skills and
opportunities - including through resident-focused leadership trainings like
NeighborWorks" Community Leadership Institute — and many became more
involved in their communities after serving on a committee.

Several Implementation Committee members noted the
positive personal impacts that serving on the committee had
on them, including feeling more confident in themselves and

their abilities, gaining new skills, and learning the political
and organizational landscape in their communities.

For example, some Implementation Committee members shared how serving on
the committee affected them:

¢ "It had a tremendous impact on my learning abilities. It also has given me a
little more courage.”

e "[Central Providence Unidos] and One Neighborhood Builders, really helped
me feel comfortable in my own skin.”

e "[After being involved with the NNF implementation process,] | have an
increased ability to engage with people across differences.”

¢ "l had never written RFPs before or done anything really like that. So it was
very interesting for me to be involved in that process.”

e "“Civic engagement is not always about a person getting elected. It is
about things getting done. Things can get done; that only elevates
civic engagement.”
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One Bike Subcommittee member expressed how the process gave them a sense
of optimism that projects can be successful and center community priorities: “It
made me optimistic. Sometimes | can be a little jaded and be like, ‘Oh, it's not
going to turn out how | want it, or the people that don’t deserve it are going to
get the grant, or it's going to give kids that didn’t need bikes or didn’t want bikes.’
[...] Butit was a good lesson for me to see that it can work well.”

These statements demonstrate that the NNF project implementation process
succeeded in another of NNF's goals: “We will foster personal changes in
participants’ skills, attitudes, and behaviors related to civic engagement and
empowerment” [24]. Those on the committees said they learned new skills

or shifted their attitudes on the success of community-centered projects and
civic engagement from participating in NNF implementation. The Participatory
Budgeting Project also suggests that new community leaders are an important
impact of PB [2]. Many committee members have continued being involved

in their communities, demonstrating how NNF helped strengthen community
leaders in Central Providence.

=
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D. More equitable resource distribution

The Implementation Committee decided on rubrics that each Project
Subcommittee would use to select Project Implementers. In practice, these
criteria led some Project Subcommittees to prioritize distributing funds to
organizations with more community connections to low-income communities
of color (one of the goals in the Rulebook) and with less access to financial
resources [24]. These Subcommittees tried to remove barriers to participation
for smaller organizations, including through simplifying the Request for
Proposals (RFP) process and using interviews in their selection process.

One Project Subcommittee member expressed this intention regarding their
Implementer selection process:

e "“There was a lot of humanity in the process in regard to resources and access
to language, and | think in the group that we actually chose, there were some
written responses that we did not quite understand. [...] And so being able to
ask a follow up [question] or asking for another version of something, there
was a really equitable experience and opportunity to have people present
themselves in a way that felt the most compelling. And that did add more
time in the selection process, but that was time well spent. [...] And we did a
really beautiful job with keeping each other accountable to the integrity of the
of the process.”

Many Project Subcommittee members and other actors in
the NNF implementation process expressed this consistent

commitment that the PB projects directly impact low-income
communities of color, which was one of the goals in the
NNF Rulebook.
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The implementation process intentionally distributed resources to community
groups in ways that were atypical of traditional resource allocation, signaling a
successful implementation of the goals of PB processes, including more equitable
and effective public spending [e.g., 2].

E. Opportunities for collaboration and transparency between public
agencies and community members

Two of the three government and quasi-governmental staff interviewed
expressed that their involvement with NNF improved their understanding of

how to involve community members early and often in their work. These staff
also expressed that their experiences with NNF informed how they would
conduct community engagement work with their agency in the future. One
quasi-governmental agency representative saw the NNF project implementation
process as a valuable way for the Project Subcommittee members to gain more
insight into their agency’s processes and timelines.

Implementation Committee members and Central Providence
Unidos staff noted that working on NNF opened new
opportunities to collaborate with agencies, including

RIPTA and the Providence Parks Department, and that
both organizations respected the PB process and were
eager to work on projects.

The NNF Rulebook established a goal that PB will be adopted by more elected
officials and government entities, and these new collaborations represent critical
steps toward increasing transparency and accountability of government and
quasi-governmental agencies to residents, which is also a goal of PB processes,
generally [24, e.q., 27].
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2. PB processes benefit from a flexible and active community-
based coordinator that also prioritizes participant skill growth

A. Central Providence Unidos's intentional, collaborative,
and flexible approach

Most committee members and Implementers appreciated Central Providence
Unidos staff’s flexibility and openness, including their willingness to meet outside
of the traditional working hours (including evenings and weekends), which
allowed residents and volunteer organizations to participate more fully. Central
Providence Unidos staff also approached each project differently and tailored it
to the needs of the implementing organization and the project itself. For example,
staff provided more administrative support to some Project Implementers than
others, depending on the Implementer’s needs.

Several committee members and Implementers noted valued
the flexibility and community-centered role that Central

Providence Unidos played in the implementation process:

¢ One Implementer liked that they had agency in how they implemented the
program and how Central Providence Unidos supported them, which built
trust and felt different and more positive than past relationships with
other organizations.

¢ One Project Subcommittee member expressed how they appreciated how
Central Providence Unidos staff always kept them informed, was helpful at
hearing their concerns, liaised effectively with the City of Providence, and
considered community voice primarily.

¢ One Project Subcommittee member and community member valued Central
Providence Unidos' focus on communities: Central Providence Unidos
“seemed like a natural fit" and was “very sensitive to needs of community.”
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* Aproject Subcommittee member and Central Providence resident noted,
“What | appreciated was it felt grassroots in all levels, even though a nonprofit
was leading the work.”

Even during this case study process, after Central Providence Unidos staff

heard that many Subcommittee Members wanted more communication on
project status, Central Providence Unidos staff scheduled additional meetings
between Project Subcommittees and Implementers for appropriate projects.
These meetings allowed Subcommittee members to be more involved in ongoing
project updates.

B. Effective coordination for informed decision-making and project
management

Many interviewees noted that Central Providence Unidos staff - Dominique
Resendes and Michael Nina - fostered open dialogue, played a useful role,

and curated committees with diverse views and backgrounds during the
implementation process. Most interviewed said that the process was well-
organized and well-communicated. For committee members who spoke Spanish
or were newer to community engagement, having a strong rapport with Nina,
who speaks Spanish and interpreted between English and Spanish in meetings,
contributed to their positive perception of their experience with NNF overall.

One Implementation and Steering Committee member emphasized how

Central Providence Unidos staff’s role as facilitator helped the Implementation
Committee make informed decisions: “[Central Providence Unidos staff] really
pushed the group to talk below the surface, as opposed to just, ‘Yeah, that's a
greatidea, let's do it." And they walked through, ‘Alright, what about, you know, X
scenario, or Y scenario? Where will we get the resources?"”
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Many Implementers and Committee members highlighted
the importance of Central Providence Unidos’s staff liaising

between public agency Implementers and Subcommittee
members and supporting
logistical processes.

Having an active coordinator and liaison was especially helpful in capital projects
involving collaboration with government and quasi-governmental agencies
(bathrooms and bus stops). These projects took longer to implement and had
more robust procurement and permitting processes, which surfaced frustration
among some committee members with the pace of bureaucratic change in their
communities. Central Providence Unidos staff did note that this liaising role
between Project Subcommittees and Implementers was sometimes challenging
as they had to coordinate with several groups and relay decisions that they did
not make.

C. Opportunities for enhanced committee member skill building

Although Central Providence Unidos's active facilitator role was perceived
positively among interviewees, some Implementation Committee members
suggested Central Providence Unidos could have delegated some facilitating
and liaising roles. Two Implementation Committee members felt an external,
trained facilitator would have helped navigate some tensions during meetings.
Central Providence Unidos had an external facilitator for some Steering
Committee meetings before voting, but not Implementation Committee
meetings. Another Implementation and Steering Committee Member and
Central Providence resident noted that Central Providence Unidos staff took
on a lot of the liaising between Project Implementers and committees, and this
could have been delegated to bring community members into that part of the
process more and use their skillsets.
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As one Project Subcommittee member and resident expressed, “l would have
liked to learn some of the skills myself in regard to the more project management
aspect skills. [...]  wonder what other untapped skillsets were unknown that could
be leveraged. They knew | was a former principal and that | am a coach. Could
this have led to an education initiative that | could be doing one-on-one coaching
for people for free? | wonder, how else could we be utilized.”

These sentiments demonstrated that many committee members were excited
to learn more about the NNF Implementation process, build their own skills, and
contribute skills they already had prior to the process.

Some committee members and implementers felt their skills
could have been better utilized and that they could have

contributed more to the implementation process.

These insights from those involved with NNF project implementation help
address a gap in PB research in Rhode Island around specific examples of how a
non-governmental PB coordinator like Central Providence Unidos can support
successful project implementation and center community leadership.

3. Considerations for future PB processes

A. Desire for sustained PB processes with public funds and
community management

Throughout the entire NNF process, in the RIDOH evaluation, and through these
interviews, those involved in NNF overwhelmingly expressed a desire for more
PB processes to continue funding these projects and other community priorities.
Many interviewed expressed that additional public funds are crucial for

project sustainability.
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One Implementation Committee member and Central Providence resident
spoke about the need for additional and more consistent funding to achieve the
NNF Rulebook goals: “The funding was not enough. It could become a more
routine thing [...]. Now people are getting used to the process, and it is going to
encourage more folks to be involved.”

Although many wanted additional public funds for PB
processes, hon-governmental interviewees expressed
significant skepticism of local government’s ability to

advance PB projects with the same speed, community
focus, flexibility, and priority on funding grassroots
organizations as a nonprofit organization would.

One Programmatic Implementer expressed this sentiment heard in most
interviews: “If the city were leading the process, it might have been more
bureaucratic, with additional layers of approvals and potentially a longer timeline.
Nonprofits tend to have a more community-driven, flexible, and direct approach

1

which helped make this process smooth and engaging.”

Capital Projects like expanding bathroom access in parks and improving bus
stops did take the longest and did require compliance with governmental
procedures, which caused some frustration. On the bus stop project, Central
Providence Unidos staff noted that RIPTA staff had to spend time building trust
with the Subcommittee, which staff thought improved the project experience.

Interestingly, for these Capital Projects, one representative from a public
agency, who served as a Subcommittee member and was engaged in the project
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development phase, thought the process would have been smoother and
clearer if the City were leading: “If the City were leading, there would likely have
been earlier engagement with permitting agencies and maintenance teams to
ensure feasibility from the outset. While the participatory model is valuable for
community engagement, City-led processes tend to have clearer pathways for
regulatory compliance and long-term sustainability planning.”

Some PB evaluations demonstrate that PB increases public trust of government
and participation in traditional civic engagement [e.g., 18-19]. However, the
sentiments from many Committee members and distrust of local government
suggest that strengthening trust between community members and local
government may take more than one PB process. If cities were to lead a
participatory budgeting process or if governmental or quasi-governmental
agencies were involved, they would have to contend with this skepticism of

local government and balance community engagement with permitting and
procurement procedures.

B. Gaining public official support and engagement

A goal in the NNF rulebook was to engage government beyond elections:
“The PB process will begin a change in the dynamic between elected officials
and Central Providence neighborhoods, increasing their availability and
accountability to residents outside of election years” [24]. This was partially
successful; elected officials engaged more with Central Providence Unidos staff
- for example, Central Providence Unidos staff were invited to meetings with
elected officials and elected officials attended community events around PB.
However, there was limited interaction between public officials and committee
members outside of events. For example, one Project Subcommittee Member
expressed how engagement with public officials was limited: “I think the only
time that a public official was involved was when they were thanking us.”
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Through these conversations, it seemed that, although committee members
appreciated elected officials coming to events, they wanted more meaningful
opportunities to engage with elected officials to affect resource allocation and
change conditions in their communities. Developing a strategy for engaging
elected officials on PB and addressing their concerns may facilitate more
sustained and routine PB processes.

C. Implementation planning and feasibility

Through these interviews, committee members, Implementers, and Central
Providence Unidos staff emphasized the importance of considering
implementation during proposal development.

Nine Neighborhood Fund
Case Study Featiiusinsessiosse—"

May 1, 2025
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On capital projects, Subcommittee members and Unidos staff
felt a lack of clarity on the feasibility from agency partners
during the project implementation process, and staff

thought having clearer guidelines on feasibility earlier,
even during the proposal development process, would
have expedited their work.

Additionally, future PB processes may benefit from finalizing details around
financial feasibility, payment and reimbursement, and evaluation processes
earlier. For example, for the bike project, Chad Brown Alumni Association

bought the bikes from Walmart because they were the least expensive. When
reflecting on the NNF Implementation process, Central Providence Unidos staff
acknowledged they would have liked to have gotten budget quotes from local
partners for new bikes so that buying bikes locally would have been more realistic.

Staff also noted that managing eight projects was too much for them and

that they think managing fewer projects would have been more feasible. It is
important for participatory budgeting projects to include operation budgets

for managing organizations. Central Providence Unidos staff coordinators
estimated that two full-time staff members spent 70% of their time on NNF in
the pre-project implementation and 40% of their time on NNF during the project
implementation phase. Additionally, Central Providence Unidos had to budget for
participant stipends, printing, interpretation, refreshments, and other operating
expenses. The scale of the PB process would likely affect the size of future PB
operations budgets, but it is important to ensure managing organizations have
access to funds to implement PB successfully.
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D. Broader context and transparent communication

Committee members and Implementers wanted more information from Central
Providence Unidos about the broader NNF process, the timeline, and the future
of the process.

Although Implementers noted that Unidos staff were very
reachable, a couple expressed they would have benefited

from clearer expectations about evaluation needs earlier
and that reimbursement could have been quicker.

One Project Subcommittee member thought that there was also a need for
better communication about the NNF process externally through “storytelling.”
Committee members and Implementers often only understood the parts of NNF
that they were involved with and had little context for other projects or how their
work fit into the larger NNF structure. One NNF's goals was, “The PB process
and the implementation of the projects selected by the community will be
conducted in a transparent way, meaning there is regular communication about
process updates and implementation status” [24]. Unidos staff shared updates
regularly through email, but that so many committee members were unaware

of these updates indicates that the communication was not effectively reaching
stakeholders. Future PB processes should consider how to communicate context
and implementation updates most effectively with stakeholders.
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Limitations

There are certainly lessons from this analysis that can be applied to other places,
however, this analysis is specific to this participatory budgeting process and the
individuals involved. As with many interview analyses, an interview process and

its analysis are subject to the interviewers' bias in what questions and quotes

to include or exclude. Much of the data was self-reported, which creates the
possibility of social desirability bias. Additionally, although the interviewers
interviewed most committee members and Implementers, the interviewers

were unable to interview or get feedback from everyone involved with the
implementation process. This may represent a selection bias that those who were
more engaged in the interview process had a more positive experience.
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Conclusion

This case study is the first to focus on implementing winning projects in a Rhode
Island participatory budgeting process. All projects, except one, have been fully
implemented and met their initial goals, with the last being implemented by the
end of 2025. Many project participants viewed the projects favorably, gained
skills and in some projects, wished for them to be expanded. The programmatic
projects that reported survey data demonstrated that most participants were
people of color, achieving one of NNF's goals.

The interviews and survey results demonstrated that the NNF project
implementation phase and the process in general were successful in meeting
many of its initial goals in the Rulebook, especially in emphasizing inclusivity
and transparency. The implementation process supported community building,
diverse perspectives coming together in a common goal, and more equitable
resource allocation.

Newer resident leaders expressed that they grew in their self-confidence and
leadership skills, and some agencies expressed greater willingness to involve
community members sooner and more often. Even committee members who
did not feel they gained explicit skills expressed optimism that more equitable
and community-centered processes of resource allocation can succeed in
Providence. Committee members and Implementers appreciated the active
coordination role Central Providence Unidos played, though some committee
members desired more opportunities for participant skill development and
leveraging their existing knowledge.
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NNF participants, committee

members, and Implementers
e consistently asked for Rhode
Island city and state governments

WARY
Wi o

to fund more participatory budgeting

initiatives. One of the Rulebook’s goals
was to see more PB opportunities and
more engagement and accountability from
elected leaders, and many interviewed felt
these goals were not yet realized. Many cities
outside of Rhode Island fund annual PB processes.

There is certainly an appetite from Providence and
Rhode Island residents to apply the learnings from
NNF for more consistent PB processes and opportunities
to meaningfully center community leadership in decision-
making. For example, the Implementation Committee identified
that they would like to see Providence City Council use some of its
funds for PB processes.
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This case study also demonstrates that,
in addition to deciding to allocate funds
to PB processes, it is important for policy-
makers to consider how PB processes
are designed and managed to achieve
goals of inclusivity, transparency, and

deliberation from project development

through implementation.
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