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The miracle  
is this  

- the more  
we share,  
the more  

we have.”

“

- Leonard Nimoy
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Executive Summary

Who We Are

Racial JusticeMore than a year in the making, The 
Tool Library’s Strategic Plan has come 
a long way since an initial afternoon 
spent by the Board of Directors 
gathered round a living room imaging 
what the future might hold for the 
small but mighty organization. 

With participation at the heart of what 
The Tool Library does, we also wanted 
this process to be more than just driven 
by the Board. That’s why we organize 
a bi-annual Members Roundtable 
where Tool Library members get 
a chance to weigh in on what is 
important to them and where they’d 
like to see the organization go. This 
is accomplished through post-it note 
exercises, walls covered in kraft paper, 
and group discussions. 

This is also reinforced at our annual 
Borrow, Build, and Bunch fundraiser, 
where a community brainstorming 
session on the year ahead helps cap 
off the event. 

Finally, as The Tool Library worked 
to pivot its operations in the face of 
the COVID-19 crisis, feedback from 
our members was not only critical in 
shaping new day to day operations, 
but also reinforcing the organization’s 
long term needs.

We want to thank and acknowledge 
everyone who had a hand in crafting 
this document no matter how big 
or small. To our board members, 
volunteers, members, community 
partners, and funders - you are 
helping us build a better, more 
resilient, and more responsive 
organization. 

With gratitude,

 
 
Darren Cotton, President & Founder
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- Leonard Nimoy

SWOT Analysis

Borrow, Build & Brunch

Members Roundtable

Members Survey

- Members survey response

I would like it if you had an area 
where larger tools could be used 
on site instead of borrowing and 
bringing home. If I could have just 
set up one of your table saws for five 
minutes in the project area, it would 
have saved me what turned out to be 
over an hour of laborious cutting.”

“

The Tool Library could 
become THE go-to place 
for making homeownership 
more affordable and 
accessible.

- Borrow, Build & Brunch feedback

“
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The Tool Library opened in 2011, inspired by founder Darren 
Cotton’s experience as a University at Buffalo student 
renting from a negligent landlord in University Heights. The 
goal was to provide people with affordable access to tools 
to fix up their homes. Since that time, The Tool Library has 
grown into a major community resource hub for the City 
of Buffalo and Western New York. In addition to providing 
community members with affordable access to an inventory 
of more than 3,400 tools, The Tool Library has helped 
spearhead a number of community development initiatives, 
providing the tools and  infrastructure for dozens of groups 
and organizations to accomplish their missions.

As a community-driven non-profit, a 
membership to the Tool Library gives 
community members access to thousands of 
tools and dozens of workshops and events 
all for an affordable annual membership. 
Whether you’re a renter on a budget, a 
homeowner with a fixer upper, or a block 
club organizing a cleanup, The Tool Library 
provides the tools and resources to turn 
ideas into action! Beyond saving people time, 
money, and space, we are working to redefine 
the principles of profit, ownership, and 
inequality through a lens of sharing to increase 
community value, access, and equity.

Sharing Tools & Building Community
The Tool Library has a demonstrated track record of success 
providing affordable access to tools, hands-on skill-building, 
and supporting community-based change making over the 
past nine years.

Executive Summary

Background

The Opportunity

In 2018, The Tool Library formally incorporated as an 
independent 501(c)3 non-profit organization. After two years 
of significant growth and development, The Tool Library now 
finds itself at a crossroads. Operating as an all-volunteer 
organization for the past nine years, the board recognizes 
that in order to grow beyond a neighborhood-based service 
provider, the organization will need to bring on paid staff. 
Operating in the small 650 sq./ft. storefront since 2012, the 
organization is now bursting at the seems. A new and larger 
home for The Tool Library is needed.
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The plan itself is built around three strategic investment areas and 
three core values, which were informed both by those closest to the 
organization, as well as the broader community. These values and 
strategic investment areas are meant to provide a framework for The Tool 
Library’s work as it works to build more equitable communities through 
the power of sharing.

These are the guiding principles for our organization.  
We should look at everything we do through the lens of these values.

These are the broad categories that help direct major investments 
of time and financial resources in the organization.

These are the concrete projects we will undertake to accomplish our 
goals in each strategic investment area and live our core values.

How we’ve organized the plan

Strategic Investment Areas

Core Values

Tactics

Shop Operations

Empowerment

Sharing

Professional Staff

Tool Library-owned Property

Sustainability

Programming

Capital Projects

The Plan

This document is not meant to be a static snapshot 
in time, but rather a dynamic tool that The Tool 
Library can use to identify needs, develop plans, and 
work with community stakeholders and residents to 
implement solutions over the next five years.
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Sharing tools with neighbors 
and neighborhoods to increase 
access, build power, and  
foster community.

After 9 years of operations, our board and 
members distilled our guiding values into 
these key elements. These are not just words 
-- our overarching strategies are how we live 
out these values everyday and each tactic for 
development we’re taking on with this plan also 
corresponds to one or both of these values.

Who We Are

Our Core 
Values

We have to be able to take care 
of ourselves and our community 
and The Tool Library is one great 
way to do that.

“

The Tool Library is itself a tool for 
community empowerment.”“

- Barbara Bono, Board Member

- Darren Cotton, Board President
The Tool Library 
is about taking an 
idea and making 
it happen.

“
- Eric Borenstein, Board Treasurer
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Empowerment

Sharing

Sustainability

• Promoting equity and inclusion
• Removing economic barriers for individuals and 

community projects
• Increasing access to education and resources
• Focusing on human-centered action and design
• Improving public and third spaces
• Building systems for community resilience and 

interconnectedness
• Democratizing power and decision-making 

responsibilities
• Investing in our community and its needs

• Increasing trust between neighbors and 
neighborhoods

• Promoting community ownership of resources and 
spaces

• Reducing economy inequalities
• Improving quality of life while reducing cost of living
• Buidling strong community relationships
• Preserving and passing on knowledge

• Purchase Tool Library-Owned Property
• Establish Satellite Locations
• Paid Staffing
• Expanded Tool Inventory
• Expand Service Days
• Monthly Workshops
• Expand Partnership w/Educational Institutions
• Issues-Based Programming
• Purchase Tool Library Vehicle
• Establish Community Tool Bank

• Purchase Tool Library-Owned Property
• Establish Satellite Locations
• Expanded Tool Inventory
• Expand Service Days
• Monthly Workshops
• Expand Partnership w/Educational Institutions
• Issues-Based Programming
• Establish Community Tool Bank

• Achieving economic degrowth in consumption and 
production — and the wastes that come with them

• Breaking the cycle of consumerism
• Embracing uniquely urban and people-centered 

solutions
• Building adaptable infrastructure for frontline 

communities
• Embracing a sharing economy to promote “borrowing 

over buying”
• Working with the environment and natural processes 

as a way to heal the land

• Establish Satellite Locations
• Storage Changes
• Expanded Tool Inventory
• Inventory Management
• Expand Service Days
• Monthly Workshops
• Issues-Based Programming
• Establish Community Tool Bank

To us this means...

To us this means...

To us this means...

Tactics to live this value...

Tactics to live this value...

Tactics to live this value...



The Tool Library  |  www.thetoollibrary.org8

As we plan for the next five years, it has been imperative 
for us to do some soul-searching on our organization’s 
position within the community east of Main Street in 
Buffalo. Now is the time, while undertaking this long 
term planning, to reckon with our identity and our 
choices. As we plan to grow in scale, the scale of our 
influence and responsibility grows as well. The people 
and neighborhoods we serve are much more diverse, 
specifically racially, than our board of directors, strategic 
planning committee, and volunteer staff. We believe 
that racial justice is woven through the work of The Tool 
Library: community control, reallocating resources, and 
serving frontline environmental justice communities; 
thus, racial justice commitments are woven through this 
document. However, we want to state, up front, what some 
of our direct commitments include.

Our Commitments:
• Recruit Black, Indigenous, and People of Color Tool Library members to open board positions.

• Recruit leaders of Black-led member organizations to open board positions.

• Continuing efforts to recruit, include, and retain BIPOC volunteers, board members, and eventual paid staff.

• Create a supportive and inclusive work culture/environment for all BIPOC between staff, volunteers, community members, and 
board members. Research best practices and develop direct, clear and widely communicated policies.

• Recruit only executive leadership who will enthusiastically support these commitments professionally and personally.

• Collaborate effectively with grassroots Black-led organizations to effect change in neighborhoods. Seek true partners, and 
true communication and feedback. Allow community organizations to take the lead as much as possible.

• Continue to thoughtfully seek member feedback in order to design programs. Design programs around member needs, 
preferences, and desires.

• The statement Black Lives Matter is inherently inclusive. Extend policies of inclusivity and centering to trans and nonbinary 
people, people with disabilities, and Native and Indigenous peoples.

A Commitment 
to Anti-Racism

Sample of the volunteer training manual language: 

“We value creating a comfortable, inclusive, and fun environment for our volunteers 
and community members, and we hope you do too. The Tool Library has no tolerance 

for discrimination or express prejudice on the basis of race, color, religion (creed), gender, gender expression, age, 
national origin (ancestry), disability, marital status, sexual orientation, or military status, or for any other discriminatory 
reason at any level of our organization, whether that be with our members, among volunteers and staff, or on our 
board of directors. In fact, we work to make our shop welcoming and accessible to anyone who may come across it. 
Discrimination against marginalized groups is the antithesis of our mission, and lifting people up through access to 
resources and knowledge is at the core of our work. If you experience an instance of discrimination or prejudice and do 
not feel comfortable speaking up in the moment, please feel sure your concern will be taken seriously by the volunteer 
cohort, staff, and the board of directors.”

Commitments in Action
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Current 
Status
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Located a short 5 minute walk from the nearest Metro stop in the 
heart of the University Heights, The Tool Library brought life to 
two long vacant storefronts off of Main Street when it opened its 
door at 5 West Northrup Place. 

The Tool Library has an inventory of over 3,400 tools spanning 
a variety of types, including landscaping, carpentry, plumbing, 
electrical, and more. That said, there is very limited space in our 
small Northrup shopsfront. Despite expanding our storage into 
a second shop front this winter, The Tool Library still struggles to 
have adequate space to keep up with member demand for new 
tools and incoming tool donations.

How does it 
work?

Current Status

When you become a Tool Library 
member you get unlimited access 
to our inventory of over 3,400 
tools. Our basic membership 
level allows you to check out up to 
five tools for a week at a time. Our 
message - Don’t buy tools, borrow ours!

How much does it cost?
Our memberships are currently structured as a yearly rate, with 
three levels of membership - Tool Belt, Tool Box, and Wheelbarrow. 
The Tool Belt costs $20/year and allows for 5 tools to be borrowed 
at a time. The Tool Box costs $50/year and allows for 25 tools to be 
borrowed at a time. The Wheelbarrow costs $100/year and allows 
for 50 tools to be borrowed at a time. 

Who can be a member?
Any resident of Western New York (defined as Erie, Niagara, 
Allegany, Cattaraugus, Chautauqua, Genesee, Orleans, and 
Wyoming Counties) who is over 18 years old and agrees to our 
borrowing terms can become a member.

How do I sign-up?
You can sign up online by visiting thetoollibrary.org/membership 
or you can sign up in-person at our shop located at 5 W. Northrup 
Place! Please bring proof of residence when you come in for 
the first time, and the volunteer on-duty will give you an official 
membership card. 

After making the tough decision to close our doors on 
March 16th, volunteers at The Tool Library went to work 
developing a human-centered design approach to re-
opening in a safe and accessible way.

With data from a survey that went out to the entire 
membership, Tool Library Board Members, volunteers, 
and our AmeriCorps VISTA began to formulate a plan of 
what a contactless borrowing system would look like. 
Utilizing advice from the CDC and best practices from 
other tool libraries around the country, the Tool Library 
To-Go program was born!

Tool Library To-Go allowed members to call, click, or 
email their tool orders ahead of time and secure a pick-
up time and date. 

Thanks to our dedicated volunteers, members, and 
supporters, we were able to navigate the pandemic and 
continue to serve the WNY community through shared 
tools and resources. Through our contactless service, we 
signed up 82 new members, loaned out 528 tools, and 
saved our members more than $37,000.

82  
NEW MEMBERS

528  
TOOLS BORROWED

$37,000 
IN TOTAL SAVINGS

OUR COVID-19 RESPONSE
MAY 2ND - JUNE 6TH

A sharing economy 
enterprise
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Who are our 
members?

621 Members 
in 2019

Tool Belt
$20/yr | 5 tools at a time
574 members

Tool Box
$50/yr | 25 tools at a time
25 members

Wheelbarrow
$100/yr | 50 tools at a time
22 members

The Tool Library would not exist without our members! In 2019, The 
Tool Library had 621 active members, a 22% increase over 2018. 
Since its inception in 2011 over 1,400 people have signed up as 
members.

Membership starts as low as $20/year, which allows members 
to borrow up to five tools at a time each week. Our higher tiered 
memberships ($50/year & $100/year) allow individuals and 
organizations to reserve a larger number of tools while also 
contributing to the Tool Library’s long-term financial sustainability. 

In 2019, The Tool Library debuted online sign-up, meaning 
residents can sign up and pay for their membership at home or on 
their phone and start borrowing that very same day!

Tool Library members come from

over 60 zip codes
across the City of Buffalo and 

Western New York.

While The Tool Library started as a largely neighborhood-based 
resource center, members now come from over 60 zip codes across 
Buffalo and Western New York. Still, over 25% of our members are 
located within a 20-minute walk of the shop. Coming from diverse 
neighborhoods and socio-economic backgrounds, 68% of our 
members are homeowners and 32% are renters.

Current Status
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Our 
Team

Our  
Communications

The Tool Library is an all-volunteer organization. Each year 
there are 12 to 20 regular volunteers that maintain open hours 
at the shop. In addition to our loyal Tooligan librarians, The 
Tool Library’s Board of Directors is a working board of sixteen 
dedicated individuals who volunteer their time to steer the 
organization, ensuring its continued growth and success. 

The Board splits into a variety of dedicated committees to 
accomplish the goals of the organization. The Executive 
Committee is composed of the Board President, Secretary, 
and Treasurer and is responsible for setting meeting agendas. 
The Operations Committee is responsible for overseeing 
the day-to-day operations of the shop, including volunteer 
recruitment and training, inventory management, and 
facilities considerations. This committee is open to volunteers 
and members as well as board members. The Finance 
Committee is responsible for maintaining updated and 
accurate financial records for the organization, including 
developing the annual budget, creating financial reports, 
and completing annual tax returns. The Development 
Committee is responsible for directing and achieving resource 
development goals for the organization, including grant 
writing, individual donor retention, and fundraising events. 
The Marketing Committee is responsible for all branding 
and marketing initiatives of the organization, including 
content creation for social media accounts and email lists, 
development of the annual report, and press releases 
as necessary. The Nominating Committee is ad hoc and 
responsible for recruiting new board members, overseeing 
the election process, and coordinating on-boarding 
activities. The ad hoc Strategic Planning Committee has been 
responsible for the process of producing this document.

In March 2020, we 
brought our first full-time 
staff member on board! 
In partnership with The 
Service Collaborative 
of Western New York, 
an AmeriCorps VISTA 
member joined us to aid in 
capacity building efforts, 
support operations, and 
develop issues based 
programming.

We utilize a number of communications tools to inform 
the community of our mission, activities, events, and other 
news. Primary communications channels include the 
organization’s social media profiles on Facebook, Instagram, 
Twitter, and LinkedIn, email blasts distributed through the 
MailChimp platform, press releases/editorial submissions, 
and thetoollibrary.org. Social media is the most frequently 
used platform with multiple posts each week varying 
from #ToolTuesdays with features from the organization’s 
inventory, promotional posts and paid advertisements 
for events, volunteer features, news about the institution, 
solicitations for donations, and operational updates. Email 
blasts are used primarily to contact The Tool Library’s 
closest friends with messaging tailored to members, donors, 
volunteers, and sponsors. Email blasts include operational 
updates, survey administration to members and volunteers 
regarding institutional decisions or activities, early access to 
events and programs, and other miscellaneous blasts such 
as donation solicitations, news, or thanking of support. Press 
releases, press conferences, and editorial submissions are 
used less frequently, but for larger scale events such as the 
annual Borrow, Build & Brunch fundraiser, announcements 
of receiving grants or funding, and other newsworthy 
changes to the organization, such as the Super Tools launch 
in 2019. Our website, thetoollibrary.org, serves as a primary 
marketing tool with information about the organizational 
history, operations, news, board, reports, and latest 
event information. It also allows individuals to purchase 
memberships and for existing members to access their 
profile, reserve tools, and check on tool inventory.

In addition to the numerous platforms and mediums used, we 
also administer a number of tangible marketing materials to 
spread awareness both at our storefront as well as various 
events in the community. These include general business 
cards, seasonal print and digital service event/program 
calendars, posters, invitations for Borrow, Build & Brunch, and 
the annual report. Many of these materials are also hosted 
digitally on toollibrary.org and/or administered through 
social media.

In recent years, we have also expanded our merchandising. 
Visitors can purchase gift memberships along with branded 
hoodies, t-shirts, and stickers.
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Through a unique social enterprise model, The Tool Library 
continued to grow its earned revenue in 2019, while keeping 
operating expenses relatively flat.

The Tool Library spent $31,849 on operations in 2019, up just 
slightly from $28,352 in 2018. With a growth in membership and 
increase for high-demand tools, such as lawn mowers, pole 
saws, pressure washers, and tillers, The Tool Library invested 
more than $6,000 in new tools. We also spent just under 
$4,000 on high-impact projects such as tree-plantings, repair 
workshops, neighborhood cleanups, park beautification, and 
community programming across Western New York. As in past 
years, most of our budget went toward renting and running our 
brick-and-mortar location at 5 W. Northrup Place. As an all-
volunteer organization, the majority of administrative costs were 
associated with printing, marketing, internet, and telephone 
services.

2019 saw a big boost in revenue thanks to both membership 
dues as well as the generosity of individual donors. The Tool 
Library generated $55,904 in revenue in 2019, up almost 
$16,000 from 2018. In addition to memberships and individual 
contributions, revenue was generated from grants, program 
income, rental fees, and a hugely successful Borrow, Build & 
Brunch Fundraiser. The organization ran a surplus of $24,055 in 
2019, which will be reinvested into the shop, community projects, 
and bringing on an AmeriCorps VISTA in 2020.

Borrow Build and Brunch is our flagship fundraising event, 
hosted in December in 2018 and 2019. This event has included a 
breakfast, community brainstorming session, and awarding of 
Tooligan of the Year. Local sponsorships contribute a majority of 
revenue from the events, although we also solicit small donors. 
It is open to all members, friends, and family. In 2018 we brought 
in $1,500; in 2019, the success of the event jumped and we netted 
$10,000. We are reimagining this fundraising event for 2020, 
given the COVID-19 public health crisis.

Financial 
Snapshot

Rent

Insurance

Utilities

$31,849

Project 
Expenses

Tools & 
Supplies

Administrative

32%

22%
19%

12%

8%
7%

TOTAL EXPENSES

Grants

Individual
Contributions

Fundraising

Membership

Program Income
Other

$55,904
TOTAL REVENUE

24%

24%
22%

19%

6%5%

• University District 
Council Office 
($15,000)

• St. Joseph 
Neighborhood 
Housing Initiative 
($12,000)

• Rupp Foundation 
($10,000)

• UB Office of 
Community 
Relations ($5,000)

• Erie County 
Legislator Chimera 
($5,000)

• Raichle Foundation 
($5,000)

• M&T Bank ($5,000)
• Stanley Black and 

Decker ($5,000)
• Clif Bar Foundation 

($2,000)
• KeyBank ($1,000)

Past Donors

Current Status
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Digital 
Tools
The Tool Library lives digitally as an organization in a number 
of platforms. “The Tool Library” Google Drive is perhaps the 
most important; all organizational documents can be found 
here, and this is where working groups collaboratively plan 
programs, events, and keep the shop running. The Drive 
includes budgets, training manuals, board bylaws, photos, 
feedback forms, tracking of all of our outputs, and much, 
much more.

The Tool Library’s inventory platform is MyTurn. Created by 
a fellow tool librarian in Seattle, the program is an effective 
inventory tool for lending libraries of things. Our membership 
records are here, as well as a detailed account of our 
inventory and borrowing. This is the platform through which 
members borrow tools.

In 2020, we have taken a number of steps to professionalize 
our platforms. Our accounting record keeping has migrated 
to QuickBooks, which makes tracking our money and budget, 
and reporting out much easier. We are in the process of 
setting up The Tool Library’s Salesforce platform. This will 
allow us to track grants and opportunities more flawlessly, 
as well as understand and connect more effectively with our 
donors. 
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Seeing is believing! The Tool Library supports low-
cost, high-impact neighborhood improvement and 
beautification projects that are transforming Buffalo’s 
University District as well as other communities across 
the city and Western New York. By providing residents 
and organizations affordable access to tools, it becomes 
easier to turn ideas for change into on the ground action.

Current Status

Putting our tools 
to work in the 
community

Building a Culture 
of Service

With community partners across the University District, the Tool 
Library has developed an annual calendar of more than two dozen 
service events that connect students, residents, and volunteers with 
hands-on opportunities to improve their community.

The Tool Library hosts over 25 volunteer service events each year. 
Every spring and fall The Tool Library administers a calendar of 
events ranging from vacant lot clean ups, corridor beautification, 
tree plantings and maintenance, and flower plantings. Events 
are attended by anywhere from 30 to 100 community volunteers, 
including neighborhood residents, local college students, or other 
community groups. Since 2013, The Tool Library has held nearly 
180 community volunteer workdays, resulting in 5,376 volunteers 
investing 19,552 volunteer hours into the community. This is 
equivalent to approximately $471,512 of labor invested into the 
Buffalo community. Over the last seven years community volunteers 
have planted over 500 flower bulbs, planted and maintained 992 
trees, and removed nearly 250 bags of litter and debris from public 
spaces. 

ReTree the 
District

Tyler Street 
Community 
Garden

Bloom 
Where You 
Are Planted

Bailey Fights 
Blight

In the University District, the Tool Library acts as project 
sponsor for a number of initiatives, including tree and bulb 
plantings, community gardens, and public art. In this role, we 
recruit volunteers, raise funds, organize events, and engage 
in long-range planning.

These projects include:
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We believe that partnerships are crucial to overcoming many of our community’s greatest challenges. 
Thanks to our community partners, we’ve been able to build a stronger, more resilient Buffalo.

Locations of partner 
projects from 2019

Partners

Buffalo in Bloom
Buffalo Promise Neighborhood
Capen Garden Walk
City of Buffalo Department of 
Recycling
City of Buffalo Division of Parks 
and Recreation
Dash’s Market
GOBike Buffalo

Grassroots Gardens WNY
Habitat for Humanity Buffalo
Heath Street Block Club
Main Street Garden Group
myTurn
Northrup-Custer Block Club
ReTree WNY
The Boy Scouts

The Girl Scouts
The Foundry
UB Center for Urban Studies
UB Engineers for a  
Sustainable World
UB Honors College
UB Office of Student Engagement
University District  
Block Club Coalition

University District Community 
Development Association
University District Council 
Member Rasheed N.C. Wyatt
University Heights  
Business Association
University Heights Collaborative
Valu Home Centers
Westminster Community  
Charter School

The Tool Library has a number of organizational 
members. These groups borrow tools on a 
large scale to complete community scale 
projects. They are putting our tools to work in 
their neighborhoods, and at their businesses, 
and we’re helping them save money. The Tool 
Library gives small organizations a way to 
mobilize and impact their community, without 
needing the resources to invest in their own tools. 
These partners include block clubs, schools and 
educational institutions, small businesses, and 
other nonprofit organizations.

1,500 tools were borrowed in 2019 by 30 
organizations across WNY for community 
projects, workshops, and service events.

The Tool Library has increasingly become a 
community resource center not just for the 
University Heights neighborhood, but for the 
entire WNY community. Organizations look 
toward the Tool Library to save hundreds of 
dollars on tools for neighborhood cleanups, tree 
plantings, green infrastructure improvements, 
workshops, and more. With our inventory 
growing, we’ll continue to offer an affordable 
array of tools and expand their reach across 
the greater Buffalo area, encouraging civic 
engagement and volunteerism at a grassroots 
level.

Whether it was the Seneca Babcock Community 
Center in South Buffalo, Heart of the City 
Neighborhoods on the West Side, or Journey’s 
End Refugee Services on the East Side, we were 
able to provide these communities with the tools 
they needed to create the change they wanted.

Supporting organizations 
city and region-wide
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Mapping 
Our 
Future

A rendering for the adaptive reuse of a 
vacant building on Bailey Avenue as the new 
home of The Tool Library created by Board 
Member, Dylan Burns, for a funding proposal.
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Mapping Our Future

Organizational Capacity

Our plan for paid staffing is addressed on the next page, 
but the leadership of our active, working board of directors 
has also always been the driving force of our organization. 
In the years ahead that this plan addresses, we seek to 
develop the makeup of our board, while also balancing 
responsibilities with those of staff and volunteers. Balancing 
the culture of the organization during transition to paid 
staff will be key.

We look to further deepen the board’s engagement and 
efficacy, while diversifying, supporting, and empowering 
board members to be strong leaders of this community. 
This may include the development of a permanent 
governance committee in place of our ad hoc nominating 
committee. It may include an imperative for board 
members to reach into their networks to be serious 
fundraisers as well. There will be many exciting possibilities 
for effective leadership structures and work matrixes as the 
organization evolves.

Our  
Team

Our  
Communications
The marketing plans for the next few years include continuing 
to utilize our existing channels, but to grow them in innovative 
and engaging ways. The goal is to use all outlets, particularly 
digital ones, to not only advertise and promote the institution, 
but to provide value added content to the community. This 
includes expanding our social media and digital presence 
with DIY videos, virtual guides and lessons, and engaging 
hashtags to encourage our community to share their own 
home and community projects while using The Tool Library’s 
tools. Additionally, more comprehensive outreach plans 
created around recruitment of volunteers, advertisement of 
service events and institutional news, and fundraising. 

Beyond digital tools and social media tools, future marketing 
plans include more robust public relations outreach, including 
developing deeper relationships with local reporters, 
administering more press releases and media alerts for 
organization’s activities, and to invite press to more service 
events.
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Shop Operations

Professional 
Staff

Why?
The capital campaign is intended to move our operation from a grassroots 
organization to a more established community stakeholder. Having paid 
staff would provide greater oversight and allow volunteers to adopt a more 
facilitative role. Paid staff would be able to address logistical and inventory 
issues outside of normal operating hours. Volunteers may then be able to 
specialize in tasks they feel are most important or better suit their skills. These 
include customer service, tool maintenance, outreach, etc. The staff member 
would also be available to normalize procedures amongst volunteers, who 
have difficulty coordinating with each other. Some of these initiatives have 
already been underway with the onboarding of a full-time AmeriCorps VISTA 
member. 

Paid staff is vital because the demand for The Tool Library’s services is 
consistently increasing. If we do not consistently increase our capacity to meet 
this demand we will slowly be overwhelmed. Increasing demand speaks to the 
reputation and achievements of our organization and if we wish to advance 
further we must maintain or improve the quality of our service. Shop operations 
should be our first priority as we consider our future.

Volunteering may become a more enticing prospect as the paid staff reduces 
in-shop obligations. Volunteers may then be able to explore ideas that interest 
them more. These might include tool sales for our redundant inventory, tool 
donation events, tool fundraisers, general outreach and partnership building, 
neighborhood beautification, estate sale browsing, workshop teaching, etc.

How?
• Development of 10-Year Anniversary Capital Campaign
• Generating more earned income to develop funding stream for part-

time roles
• Apply for AmeriCorps VISTA member for 2021 (potentially partnering with 

The Service Collaborative)
• Working with UB Office of Student Engagement to place work study 

student in the Tool Library
• Mayor’s Summer Youth
• Support an Executive Director and eventually a Development Director, a 

Shop Manager, and a Volunteer Coordinator

What do we need to move forward?
• Funding for AmeriCorps VISTA member for 2021
• Long-term (3-5 year) capacity building grant to onboard permanent 

staff
• Fundraising strategy/development committee action plan

1

Mapping Our Future | Tactics

• Describe needs & create 
hierarchy of role importance

• Identify funding need & 
sources

• Secure funding
• Develop job descriptions
• Solicit resumes
• Interview selected applicants
• Make offers and hire
• Onboard staff

• Development Committee
• Operations Committee
• AmeriCorps VISTA

• Job descriptions for Tool 
Library staff positions

• New employee handbook and 
training manual

• One part or full-time  
staff member

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

AmeriCorps 
VISTA

$9,500

Part-time Shop 
Manager

$20,000
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Shop Operations

Storage 
Solutions

Why?
After 9 years, the Tool Library’s collection of over 3,400 tools has grown 
beyond the capacity of the 5 W Northrup Place shop. Increasing demand has 
necessitated our inventory to grow, but our current storage capacity does not 
meet the needs of all of these tools. We need to maximize the efficiency of the 
space we have in order to continue operations serving our members, while 
we plan in the longer term to obtain more space. This limits the experience we 
are able to provide for community members. In April 2020 our storage needs 
forced us to repurpose our second shopfront, the CoLab, which was originally 
used as a community space, for storage. This move will limit our ability to host 
community groups, workshops, etc, post-COVID-19.

How?
Our short-term plans include:

• Adding more racks
• Building more free-standing storage options
• Making use of tall ceilings (Is there a way to hang more tools or 

otherwise use that extra space efficiently?)
Our long-term plans include:

• Expanding to a larger, permanent location (see detailed in Capital 
Projects)

What do we need to move forward?
• Space planning sub-committee of the operations committee
• Action plan for current space
• Physical plan for an ideal expanded space (what are our absolute needs 

vs. what would be nice to have)
• Budget for storage improvements at 5 W Northrup Place

2

• Identify minimum spacing needs 
(regular tool usage; cyclical availability)

• Identify excess duplicates in main shop 
area

• Determine regions of underused free 
space in current shop

• Select tools to be moved into secondary 
storage

• Reorganize primary shop space based 
on space allotments and common tools

• Reorganize secondary shop space to 
account for seasonal tools and general 
organization

• Review and finalize new layout and 
organization

• Periodically review layout to ensure 
organization lasts throughout new tool 
additions

• Operations Committee
• AmeriCorps VISTA
• Tool Library Volunteers

• Shop floor plan and tool map
• Additional wall mount and 

free standing storage

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Storage Solutions $2,500
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Shop Operations

Expanded
Inventory

Why?
We need to expand our inventory of tools further, first, to address our current 
community’s needs. During peak times, there can be major waitlists for key 
tools, as well as frequently requested tools that we do not currently have 
in stock. These needs will only grow as we continue to grow membership. 
We also need to plan for future interest whether they may be issues-based 
programming, or specific educational programs, we will need the tools 
to support these programs. We need to invest in high quantities of certain 
tools that can be useful in certain partnerships, like service days. We want to 
incentivize more large scale organizational members to join, and allow their 
work to become a part of the sharing economy. We must keep up with tool 
demand in order to ensure member satisfaction and in order to achieve our 
mission, of actually providing people with the tools they need.

How?
• Toolraiser fundraiser component of Capital Campaign. We aim to add 

750 important tools to our inventory through crowdsourcing to members 
and friends. Needed tools have been determined using tool borrowing 
historical metrics from MyTurn.

• Operations committee expansion
• Alternative means of tool acquisition (estate sales, garage sales, 

inventory maintenance, etc)

What do we need to move forward?
• Specific tool needs can be viewed on our Toolraiser document, our Tool 

Wishlist
• For consumable products (paintbrushes, rollers, gloves, trashbags, etc), 

we need to pursue sponsorships.

3

• Review current inventory
• Highlight primary and new 

needs
• Assess budgetary availability 

for new purchases
• Rank desired tools based on 

need and costs
• Pursue grants for larger tool 

purchases
• Make purchases where 

permissible within the budget
• Run annual Toolraiser to 

encourage in-kind donation 
of tools from the community

• Development Committee
• Marketing Committee
• AmeriCorps VISTA

• Updated Tool Wish List
• 500 new tools added to the 

inventory

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Tool Acquisition $10,000
Tool Maintenance 
and Repair

$5,000

Mapping Our Future | Tactics
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Shop Operations

Inventory 
Management

Why?
We have duplicates of many common tools that are rarely, if ever, borrowed 
or used. We also have very limited space for inventory, as well as a need to 
add new, relevant inventory. The shop, basement, and CoLab are all reaching 
capacity for storing relevant and excess tools. We have options to manage this 
inventory which could provide an additional source of unrestricted funding 
for the TL. Some options also give us a path to provide people with access to 
ultra-low cost tool ownership.

How?
• Extensive inventory review
• Digital inventory management on MyTurn (“stacking” tools, disabling lost 

tools, etc)
• Ongoing Tool Sidewalk Sale
• Spring Tool Sale event
• Board discussions

What do we need to move forward?
• Plan event
• Identify tools for sale
• Volunteer/board buy-in for management

4

• Identify excess tools that can be sold
• Determine fee structure
• Create mobile “tool cart” that can 

facilitate ongoing small scale sidewalk 
sales

• Determine date and time for large 
scale event

• Source volunteer/board support for 
Tool Sale

• Run first Tool Sale

• Operations Committee
• AmeriCorps VISTA
• Tool Library Volunteers

• First annual tool sale event
• Mobile tool cart

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Marketing $500
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Service 
Days

Why?
In our University Heights community and the broader City of Buffalo, there are 
unmet communal needs due to chronically understaffed and under-resourced 
city services. Re-examining our Service Day program is an opportunity for The 
Tool Library to create new connections between neighbors and neighborhoods, 
while meeting community needs. Service Days also give community members 
an easy, low- commitment initial interaction with Tool Library services. In 
addition, these types of one-time events give us an opportunity to recruit 
volunteers into longer term shop roles. It’s a great way for us to find people 
who like what we’re doing. 

How?
• True community partnerships and buy-in to run events
• More formal relationships for each event (e.g. Main Street Cleanup - 

Business Association, Bailey Avenue Cleanup - Girl Scout Troop, etc.)
• Additional dedicated funding to support service calendars

What do we need to move forward?
• $10,000 each year for Service Days (This estimate is based on M&T 

Bank’s support of Fall 2019 Service Calendar)
• Event costs included refreshments, consumable project items, tool 

replacements, printing, marketing, and advertising.

Programming

5

• On-going cultivation of relationships 
with other non-profits

• On-going cultivation of relationships 
with potential volunteers

• Determine opportunities to 
collaborate with external 
organizations

• Set dates for events
• Create calendar of service days
• Engage board members to captain 

events
• Publish and Publicize calendar of 

service days
• Run service events

• Board of Directors
• Marketing Committee
• AmeriCorps VISTA

• Service event work plans
• 150 volunteers recruited
• Spring and Fall 2021 service 

calendar

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Service event 
material costs

$10,000

Marketing $500

Mapping Our Future | Tactics
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DIY 
Workshops

Why:
Monthly Tool Library workshops not only introduce members to the tools in our 
inventory, but also tackle money saving and seasonally appropriate projects. 
How-to workshops are mutually beneficial to members and to The Tool 
Library. Many members are eager to use our tools, but not confident in their 
abilities. Tools are much less likely to be damaged/misused by members who 
have been properly trained to use them and ensure safe operation of tools. 
Workshops also present an additional opportunity to raise funds, pay people 
to share a skill, and introduce non-members to the Tool Library. Educational 
programming fits into our mission with empowerment through skill building.

Vision and Plan:
• Workshop group or committee to plan these events on a seasonal basis 

(e.g. fall/winter & spring/summer)
• Skilled volunteers willing to run workshops
• Long term potential to remodel a Fixer Upper Show Home through this 

workshop model

Needs and Next Steps:
Short term:

• At least one workshop scheduled per month. This may take creativity 
with COVID-19.

• Poll existing volunteers to gage what existing capacity we have to host 
workshops already (sharpening reel mowers, building bug houses, other 
skills)

Long term: 
• Space conducive to hosting in-house workshops of all kinds
• Utilize MyTurn’s “agreement” functionality to require trainings for specific 

tools before they can be loaned out (greatly increase skill sharing and 
community interaction)

• Secure funding to pay Fixers, who are currently volunteers, for their time

Programming

6

• Determine areas of interest as 
expressed by membership

• Identify candidates willing to and 
capable of leading workshops

• Develop calendar of monthly 
workshops

• Confirm dates with volunteer leads
• Create calendar of monthly workshops
• Publish and publicize calendar of 

monthly workshops
• Ensure necessary supplies for running 

workshops
• Run workshops
• Refine workshops for future iterations

• Operations Committee
• Workshop Leaders

• DIY Workshop Calendar

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

DIY workshop 
material costs

$1,000

Workshop Leader 
Stipends

$2,000

Marketing $500
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Expanding 
Partnerships

Why?
Students, faculty, and staff connected to high schools, colleges, and universities 
can provide a ready community of volunteers for Service Days and other 
Tool Library initiatives. Our past experience with UB has been positive and 
supportive; this models our hopes for further partnerships. The Tool Library 
is also genuinely interested in providing education and access to future 
generations. These young people also bring an important and diverse 
perspective to our organization. Interactions with public high schools allow for 
more authentic neighborhood engagement. Such institutional partnerships 
also have the potential for additional funding or in-kind support.

How?
• Inclusion of University at Buffalo staff on The Tool Library Board of 

Directors
• Regular links to individuals and groups at the University with service 

events, and other partnership opportunities.

What do we need to move forward?
• Contact/follow-up with interested institutional partners (sports teams, 

student groups at many of the local colleges and universities, high school 
level districts, schools, and programs)

• Focus on individuals within organizations, not organizations themselves 
to make connections

• Master list of all organizations and their preferred points of contact, 
ideally as a part of The Tool Library’s use of Salesforce

• Possible Volunteer Coordinator paid staff position

7

• Determine areas of intersection 
between Tool Library service and 
local focus

• Select areas for intersection with 
larger efforts

• Approach key contacts with 
proposal for assistance

• Agree upon methods for Tool 
Library intersection

• Develop protocols for forward 
movement

• Development Committee
• Nominating Committee

• Updated contact master list
• 10 new partners identified

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Marketing & 
Outreach Materials

$1,000

Programming

Mapping Our Future | Tactics
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Issue-based 
Programming

Why?
Issues-based programs serve to further our mission in more targeted 
ways. Issues on our radar during this strategic planning process are urban 
reforestation and lead paint poisoning. We can be a part of the regional 
matrices to solve these problems. These focus areas for programming also 
allow us to increase strategic alignment with County and City plans. It also 
offers the possibility of generating revenue by aiding in existing efforts, as well 
as opportunity to braid in funds from external sources.

How?
• Existing ReTree Buffalo efforts/partnerships
• In-house Tool Library program for accessible community lead 

abatement (partnering with Erie County Health Department, City of 
Buffalo lead task force, AmeriCorps VISTA)

What do we need to move forward?
• Targeted funding for lead hazard reduction program
• Identify community needs that The Tool Library has the potential to 

address
• Identify regional plans with potential crossover on The Tool Library’s 

mission and activities. 
• Points of contact for each program partner and plan
• Consideration of managing project aspects that may arise (any official 

review processes [site plan approval, environmental review])

8

• Determine relevant local/national 
issues 

• Identify how Tool Library can plug into 
issue at hand

• Develop programming structured 
around a novel sharing economy 
approach to address issue

• Approach necessary local partners to 
roll out new programming

• Apply for funding necessary to share 
out new programming

• Development Committee
• AmeriCorps VISTA
• Ad hoc Programming-specific 

committees

• New issue-based 
programming prospectus

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Programming 
Costs

Variable

Programming
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Tool Library-
owned Property

Why?
As detailed in former sections of this plan, we have an urgent need for more 
space. With membership and programming projected to grow, this need will 
only intensify. Our organization will benefit financially from making a real 
estate investment. The majority of our current operating budget is spent on 
rent and utilities; this could better serve us building equity. Facility ownership 
will guarantee our long-term viability, and we will not be subjected to rent 
increases or lease instability. An ownership investment also represents an 
investment in the neighborhood we serve. Owning here means our stake here 
is more serious.  

How?
• On-going search for suitable properties on Bailey Avenue
• 10th Anniversary Capital Campaign
• Apply for Community Foundation’s 21st Century Fund
• Shift incoming funding to general funding / operating / mission fund etc. 

What do we need to move forward?
• Public funds to leverage private/philanthropic dollars
• Strategize to braid funds for meeting donor interests (green energy, 

green infrastructure, CDBG funds, opportunity zones, historic tax credits)
• Capital Campaign goal of $100,000

Capital Projects

9

• Develop new space plan based on 
member feedback

• Develop criteria for space needs and 
priorities

• Identify potential target properties
• Develop preliminary scopes of work for 

potential target properties
• Develop preliminary budget for 

acquisition, rehab, and/or construction

• Development Committee
• Operations/Space Committee
• Marketing Committee

• Tool Library Space Plan
• Preliminary scope of work
• Preliminary budget

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

N/A -

Mapping Our Future | Tactics
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Tool Library-
owned Vehicle

Why?
A Tool Library vehicle will provide us with increased mobility, which in turn 
means increased service area, and increased access for residents. A vehicle 
will assist with community service days, and make facilitating service events 
and projects much easier. It will remove a burden for volunteers currently using 
their own personal vehicles. This will make our tools more accessible to more 
communities. A vehicle could also provide the organization with another source 
of unrestricted funds, were we to charge a delivery fee.

How?
• Pitch 10 competition
• St. Joseph’s support funds

What do we need to move forward?
• Prospect local dealerships for donated vehicles
• Establish reliable annual revenue stream for maintenance costs

Capital Projects

10

• Identify and describe organizational 
need for vehicle

• Calculate necessary expenses 
associated with vehicle

• Pursue necessary funds (either through 
existing work or new grants)

• Determine SOP for Tool Library Vehicle
• Research available options that suit 

needs
• Search for potential donations
• Identify and determine choice
• Confirm insurance availability
• Acquire Tool Library Vehicle

• Operations Committee
• Marketing Committee

• Standard Operating 
Procedures for Tool Library 
vehicle

• Tool Library Vehicle

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

Vehicle $10,000
Insurance $1,500
Maintenance and 
Gas

$2,500
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Satellite 
Locations

Why?
We have learned how to support the needs of our neighborhood over nine 
years, but every neighborhood and organization in Buffalo has unique needs 
to benefit from a tool library. Expanding to additional locations means we 
could reach a larger potential member base, as well as spread the tenets and 
benefits of the sharing economy further geographically. Satellite locations 
could provide tools to transportation-constrained individuals. This plan offers a 
number of opportunities for this expansion.

How?
• Rebranded as “The Tool Library” to generalizing our geography
• Standardizing operations and volunteer on-boarding procedures
• Working with Grassroots Gardens on community garden tool library
• Working with Fillmore Forward on Masten-area tool library
• Working with PUSH Buffalo on job training-based tool library
• Potential for Buffalo tool library network, managed by us
• Potential for funding from consulting work for other tool libraries

What do we need to move forward?
• Strategize for expansion - City’s planning neighborhoods
• Investigate partnership with public library system
• Expansion of volunteers for staffing
• Improved understanding of logistics of multiple locations
• Targeted or unrestricted funding

11

• Analyze current membership base to 
understand geographic spread

• Identify and describe costs associated 
with second location

• Articulate funding needs
• Board-lead conversation around 

region/site selection for second 
location

• Identify partner organization to host 
Tool Library

• Engagement of novel stakeholders 
(local community/political leaders)

• Ensure local buy-in and support
• Develop SOPs for operating second 

location
• Develop SOPs for operating between 

two locations
• Select second site for expansion

• Development Committee
• Operations Committee
• AmeriCorps VISTA

• MOU with host site
• Standard operating procedures for 

satellite location

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

N/A -

Capital Projects

Mapping Our Future | Tactics
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Community 
Tool Bank

Why?
The Tool Library is often turned to for periodic bursts of demand for a regular 
set of tools by outside community organizations (Boy Scouts of America, 
Elmwood Village Association, etc). Organizations need specific tools in high 
quantities available to them for events or initiatives. The establishment of 
a dedicated Tool Bank could present a new source of sustainable funding 
-- annual funding from local funders in exchange for providing free access 
to tools for nonprofits and community organizations. We are already 
accommodating many of these requests, which places an increased demand 
on our existing inventory. This service would help all of Western New York take 
action more easily, and waste less.

How?
• Toolraiser drive
• Finding bulk tool sponsorships
• A Tool Bank would consist of a set of designated tools for large 

Community Reservations. It may include, for example:
• 50 Loppers
• 50 Trash Grabbers
• 50 Pruners
• 50 Trowels
• 15 Tree saws
• 25 Extension cords
• 50 Hedge trimmers
• 50 Wire brushes
• 100 Spade Shovels
• 50 Flat Shovels
• 50 Scoop Shovels

• Build Back Better Request For Ideas to Community Foundation of Greater 
Buffalo (in partnership with the Buffalo Board of Block Clubs, in order to 
explore how The Tool Library can best serve these grassroots groups)

What do we need to move forward?
• Dedicated space to house Tool Bank designated tools and business
• Increased inventory to supply the program
• Dedicated funding, and potential paid staff program support

12

• Take stock of existing inventory for Tool 
Bank

• Develop a catalogue for Tool Bank 
inventory expansion

• Identify space needs for Tool Bank
• Research opportunities for locating a 

Tool Bank
• Develop funding strategy for filling out 

Tool Bank inventory
• Develop funding strategy for Tool Bank 

space
• Determine SOP for Tool Bank rental and 

sign-out

• Operations Committee
• Marketing Committee
• AmeriCorps VISTA
• Tool Library Volunteers

• Development of Tool Bank 
prospectus 

Year One Actions

Responsible Parties

Year One Deliverables

Year One Costs

N/A -

Capital Projects
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2021 Annual 
Development Plan

Mapping Our Future | 2021 Development Plan

During the Fall and Winter of 2020, Tool Library Board Members Darren Cotton and Cheyenne Ketter-Franklin 
participated in a Fund Development Boot Camp with consultant Linda Ray. Organized over eight virtual 
sessions, the Boot Camp focuses on how to create and manage a solid development system. Through facilitated 
presentations, discussions, coaching, and between-sessions homework, board members move beyond the 
basics of fundraising to cultivate a culture of philanthropy and implement best practices to support the 
execution of a robust annual development plan.

Key take-aways from the Fund Development Boot Camp include:
• Mission should be reflected in your fundraising activities - i.e. if our mission is equity, we shouldn’t have a tiered 

benefits system for donors depending on how much they donate.
• Building monthly giving can help insulate an organization from rapid shifts in funding.
• Board giving and a culture of philanthropy must be the foundation for any successful development plan.
• Create an annual collective goal for board giving rather than focusing on individual commitments.
• In many ways, The Tool Library is ahead of the curve when it comes to fundraising activities - we think less about 

the money and more about the mission. We understand both the “how” and “why”.
• Everyone involved with the organization should be able to articulate why that organization is worthy of 

someone’s giving.
• Community-centered rather than donor-centered fundraising.
• True fundraising work should focus on relationship-building, not “making money” (Friendraising!).
• Continue to hone and expand our storytelling practices.
• Supporters need to see themselves both literally and metaphorically in our work, case for support, and 

fundraising .
• It’s important to have concrete goals (both monetary and non-monetary).
• Events take a lot of energy and resources, especially for an all-volunteer org - focus instead on monthly giving 

and identifying 1-2 new major donors each year.
• Virtual events might even be preferable in the future.
• Monthly giving and membership can co-exist as unique revenue streams even if there is overlap in benefits.
• Sustainable revenue streams (monthly giving, consistent individual gifts, membership fees, program revenue) is 

preferred over variable revenue streams (i.e. grants, government support).
• Data tracking and analysis should be utilized when making development decisions on a consistent basis.
• User guides for development activities (i.e. Salesforce guide) should be developed to ensure continuation of 

consistent development.
• Development plans should be updated on an annual basis.
• Our case for support is powerful, but needs to be concise and easily understandable for supporters.
• A stewardship calendar should be developed, even at a high level, to manage the different constituents that 

support us (members, volunteers, one time donors, monthly donors, etc.).

The Following pages constitute a large portion of The Tool Library’s Annual Development Plan for 2021.
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1. Increase revenue from membership
2. Increase number of new members by 150
3. Maintain or increase membership renewal rates to 70%
4. Increase grant funding to 60% of overall revenue 
5. Increase average size of awarded grants
6. Double the number of monthly-giving donors to 30
7. Convert more one-time donors into recurring donors
8. Increase number of major donors to two
9. Increase number of corporate sponsors to five
10. Establish a formal Board Giving Policy

1. Shift annual membership dues to a sliding scale
2. Launch a formal membership drive
3. Encourage automatic renewals of membership
4. Launch biannual appeals (spring & fall)
5. Shift Board of Directors focus from operations to 

development
6. Develop a grants sub-committee within Board
7. Continue to hone Thank You/Acknowledgement policy
8. Roll out Donor Cultivation policy
9. Leverage social media to supplement in-person fundraising
10. Shift service event participants into annual donors

2021 Annual 
Development Plan

Goals

Strategies
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The Tool Library Promises

Practical: Save people time, space, and money.
Philosophical: Redefining the ideas of ownership, profit, and 
power by providing neighbors and neighborhoods with access 
to tools and resources.

How does The Tool Library make our promise happen? 

• By providing affordable memberships - as low as $20/
year - that allow rental access to over 3,500 tools.

• By hosting workshops and programs that empower the 
the community with hands-on, applicable knowledge on 
how to ‘fix’ things.

• By formulating volunteer events in the community that 
remove trash, clean graffiti, plant trees, and maintain 
gardens.

Why The Tool Library?

We’re not a direct service provider. We don’t “do for.” Rather, we 
are a supportive infrastructure with resources that empower 
our members to do for themselves. During 2020, we have 
saved our members over $150,000 in tool costs. In 2019, we 
lent more than 1,500 tools to over 30 partner organizations 
across Buffalo, helping them to further their missions through 
workshops, service events, and neighborhood improvement 
projects. We have been in operation for more than 9 years and 
continue to build on the ways we help our community.

Why The Tool Library now?

At the individual scale, COVID-19 has left many financially 
compromised. Unfortunately, a leaky roof doesn’t wait for 
a pandemic to end or for you to get back on your feet. The 
cost and health risks of bringing someone into your home for 
repairs can make them seem impossible to resolve. However, 
a socially distant visit to the Tool Library’s storefront can give 
homeowners the autonomy to make their own repairs in a safe 
and low-cost manner.

At the global scale, climate change continues to be one of 
our greatest threats. The pandemic has exacerbated some 
environmental impacts, leading to a decrease in recycling and 
an increase in the use of disposable materials. The Tool Library 
is a resource that provides practical, on-the-ground solutions 
to the challenge of transitioning society to a system that 
consumes less and wastes less.”

What can you do? 

• Share Time: Volunteer for a service event in your 
community or at The Tool Library storefront, providing 
others access to all the organization has to offer.

• Share A Gift: A financial donation can help purchase a 
much needed tool, sustain a newly planted tree, or keep 
our volunteers safe with appropriate PPE.

• Share Tools: Give your old tools new life by donating 
them to The Tool Library and making them available to 
hundreds of members.

• Share A Skill: Lead a workshop to help members develop 
skills and build confidence in their DIY capabilities

By giving any of the above, you are contributing to a 
community of sustainability and sharing that comprises 
members from over 60 WNY zip codes, 30 partner community 
organizations, and over 600 volunteers.

Case for
Support

Mapping Our Future | 2021 Development Plan
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Expenses & Revenue: Trends & Projections

2021 Projected Expenses 2021 Projected Revenue

$98,200
TOTAL EXPENSES

Sta�

30%

Storefront 
Overhead

16%

Tool Acquisition 
& Maintenance

15%
Vehicle

14%

Programming 
Expenses

10%

Various Admin 
Expenses

15%

$46,698
TOTAL EXPENSES

Storefront
Overhead

Programming
Expenses

Sta�

Marketing

Tool Maintenance
& Repair

Various Admin 
Expenses

33%

25%

20%

7%
4%

11%

IndividualContributions

$100,000
TOTAL REVENUE

Grants

60%
Membership

15%

10%

Fundraising

10%

Other Income

5%

IndividualContributions

$67,891
TOTAL REVENUE

Grants

Membership

Fundraising

Other Income

56%
23%

14%
3%4%

2019 Expenses

2020 Expenses

2019 Revenue

2020 Revenue

Rent

Insurance

Utilities

$31,849

Project 
Expenses

Tools & 
Supplies

Administrative

32%

22%
19%

12%

8%
7%

TOTAL EXPENSES

Grants

Individual
Contributions

Fundraising

Membership

Program Income
Other

$55,904
TOTAL REVENUE

24%

24%
22%

19%

6%5%
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REVENUE
2017 2018 2019 2020 2021

Government Grants & Contracts $10,000 - - $11,000   $15,000 
Foundations $15,000 $13,000 $12,000 $25,350   $40,000 
Corporations - $4,840 - $560   $5,000 
Individual Contributions $2,021 - $10,759 $9,834  $10,000 
Merchandise - - -   -     $1,000 
Fundraising Events - $3,350 $13,557 $2,067   $10,000 
Membership $6,626 $7,325 $13,677 $15,771   $15,250 
Late Fees $732 $177 $480 $67   $750 
Rental Income $455 - $80 -   $1,000 
Program Income $910 $708 $2,070 $830 -
Other $39 $9,549 $3,281 $1,052   $2,000 

Total Revenue $35,783 $38,949 $55,904 $67,891  $100,000 

EXPENSES
2018 2019 2020 2021

Staff salary and wages - - - $9,500   $29,500 
Fringe benefits & payroll taxes - - - -   -   
Rent $10,200 $10,200 $10,200 $10,200   $10,200 
Insurance $1,341 $2,086 $2,456 $2,531   $2,500 
Utilities $2,874 $3,384 $2,261 $1,938   $2,500 
Professional & Legal Services $85 $321 - $515   $5,000 
Vehicle Expenses - - - -   $14,000 
Programming Expenses $8,274 $4,557 $3,815 $11,425   $10,000 
Tools & Equipment $3,473 $2,590 $6,619 $120   $10,000 
Tool maintenance/repair - - - $1,629   $5,000 
Marketing & promotions $770 $1,862 $1,547 $3,325   $2,500 
Office/IT Supplies $267 $1,293 $2,989 $3,970   $3,000 
Fundraising (Event) - $1,494 $1,815 -   $1,500 
Volunteer Appreciation $439 $192 $147 $91   $1,500 
Misc Administrative $1,993 $372 $450 $475   $1,000 

Total Expenses $29,717 $28,352 $31,849 $46,698  $98,200 

Revenue over Expenses $6,066 $10,597 $24,055 $21,236  $1,800

Operating Budget: Trends & Projections

Mapping Our Future | 2021 Development Plan
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2015 2016 2017 2018 2019 YTD 2020 2021
Revenue - - $6,626 $7,325 $13,677 $15,190 $15,250
Total Active Members 297 316 387 403 453 602 750
Active Belt 288 295 365 371 412 550 675
Active Box 6 14 12 19 17 40 50
Active Barrow 3 5 8 13 15 22 25
Total New Members 150 137 185 171 252 280 330
New Belt 146 125 176 158 228 260 300
New Box 3 8 4 7 6 16 25
New Barrow 1 2 4 6 9 4 5
Net Members Added 51 19 71 16 50 149 160
Net % Growth 20.73% 6.40% 22.47% 4.13% 12.41% 32.89% 27.12%
Renewed Members 147 179 202 232 201 322 420
Members Lost 99 118 114 155 202 131 170
Year Over Year 
Renewal Rate 59.76% 60.27% 63.92% 59.95% 49.88% 71.08% 71.19%

Membership: Trends & Projections

• Continue current practices
• Add at least one membership drive, e.g. in neighborhood or 

with service day participants
• Engage other college/university neighborhoods to cultivate 

membership
• Shift membership model from tiered to sliding scale ($20 

remains base level and then an additional $1 per $1,000 of 
income is suggested)

• Engage other communities similar to existing communities close 
in our network (expand to different colleges, dedicated drive)

• Streamline online membership signup process
• Diversify and democratize sign-up methods (e.g. via text 

message, Venmo, etc.)

• Net growth in new members
 » Add 150 new members

• Year over year renewal rate
 » Maintain atleast 70% renewal

Responsible Parties

Key Performance Indicators

Strategies

Annual Membership Revenue Active Tool Library Members

Board: Darren, Dylan S.
Staff: AmeriCorps VISTA
Storefront/Special Event Volunteers

$15,250

$6,626

 $6,000
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 $12,000

 $14,000

 $16,000

 $18,000
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• Focus energy on higher yield funding opportunities
• Leverage programmatic funding to support general capacity 

and organizational needs
• Continue to update grants masterlist and proposal calendar
• Shift Board of Directors focus from operations to development
• Create a sub-committee within the Board specifically focused 

on identifying and applying for grants
• Identify funders whose missions align with Tool Library and 

add to grants masterlist
• Recruit AmeriCorps VISTA with strong writing skills

• Grow in high yield grants awarded
 » Successfully write and administer a 

grant for over $20,000
• Increase overall grant funding by 

60%

Responsible Parties

Key Performance Indicators

Strategies

Board: Darren, John, Barbara, Dylan B., 
Cheyenne, Zhi
Staff: AmeriCorps VISTA

Grant Funding: Trends/Projections

2017 2018 2019 YTD 2020 2021
REVENUE

Government $10,000 - - $11,000 $15,000
Foundation $15,000 $13,000 $12,000 $25,350 $40,000

VALUE OF AWARDED GRANTS
<$5,000 - 1 2 5 2
$5,000 - $9,999 - 2 2 3 4
$10,000 - $19,999 2 - - 1 2
>$20,000 - - - - 1

Mapping Our Future | 2021 Development Plan
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Individual Contributions: Trends/Projections

• Major Donors      
 » Identify prospects
 » Create cultivation plans

• Spring campaign    
 » Digital appeal
 » Focus on monthly donors

• Year-end campaign  
 » Multi-channel (direct mail if necessary, digital, peer to 

peer, social)
 » Social media component
 » Remove monthly givers from other annual asks (if possible)
 » Create a fun/engaging identity and brand for monthly 

givers (e.g. create a TL mascot)
• Filling pipeline

 » Ask board members and volunteers to recruit from their 
networks

 » Review event-goers and service day participants for 
prospects

 » Identify “twofers” for cultivation opportunities
 » Attach specifc donors/prospects to the levels of giving 

numbers you are planning for
 » Have at least two members engaged in person-to-person 

cultivation
 » Use what you’ve got - don’t focus on creating new 

materials/work
• Stewardship

 » Quarterly [at least] digital communication to all members 
and donors

 » Identify twofers for stewardship for opportunities - 
members, event-goers, service day participants i.e. 
members forum/roundtable

 » Acknowledgement / thank-you process
 » In-person meet-ups and tours of the shop (once it is safe 

to do so again)

• New growth in monthly donors
 » Double the number of monthly 

donors from 14 to 30
• Increase major gifts

 » Increase number of donations over 
$2,500 from 1 to 2

Responsible Parties

Key Performance Indicators

Board: Darren, Dylan S., Cheyenne
Staff: AmeriCorps VISTA
Storefront/Special Event Volunteers

Strategies

2017 2018 2019 YTD 2020 2021
REVENUE

Individual Giving $2,021 - $10,759 $9,207 $10,000
Monthly Giving - - $766 $916 $2,000

NUMBER OF DONORS
Individual Giving - - 17 56 60
Monthly Giving - - 6 14 30
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Corporate Giving: Trends/Projections

2017 2018 2019 YTD 2020 2021
Corporations - $4,480 - $560 $5,000

• Using two-page document, 
add five new sponsors

• Need 10 prospects
• Are event sponsorships 

included in this category?
• Work with board to identify 

sponsors
• Have board members 

identify specific 
corporations

• One solicitation piece/ask 
OR one for general sponsor 
and one for event sponsor

• Don’t usually want to ask 
annual corporate sponsors 
to be event sponsors as well

• In-kind donations of a 
certain $ value, then recognize/give benefits at that level

• major sponsors of organization - make sure for event 
sponsors to clarify lines of presenting sponsors

• Sponsorship as marketing opportunity for larger corporations 
(tagging tools, logo at storefront, etc.)

• Grow number of corporate 
sponsorships
 » Grow number of sponsors from 1 

to 5
• Grow revenue from corporate 

sponsorships
 » Grow revenue from sponsorships 

to $5,000

Responsible Parties

Key Performance Indicators

Strategies

Board: Cheyenne, Hadar, Barbara, Linda
Sponsorship Levels

BENEFITS MASTER 
BUILDER ARCHITECT CARPENTER CRAFTSMAN JOURNEYMAN APPRENTICE

Promotional space 
in event programs Full color outside 

cover
Full color inside 

cover
Full color 1/2 

page ad B&W 1/2 page ad B&W 1/2 page ad Logo in program

Company name/
logo on sponsor 
poster at events

Listed as sponsor 
on Tool Library’s 
website & social 
media

Free memberships 
to the Tool Library 10 memberships 8 memberships 6 memberships 4 memberships

Promotional space 
in newsletter for 
one year

Recognition on 
Tool Library flyers 
and postcards

Listed as sponsor 
on Tool Library’s 
annual report

Reserved seating 
at annual events 8 tickets 4 tickets

Company name/
logo displayed on 
specific tools

Logo listed on 
website

Recognition at 
The Tool Library’s 
storefront

INVESTMENT $10,000 $5,000 $2,500 $1,000 $500 $250
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2017 2018 2019 YTD 2020 2021
Fundraising events - $3,350 $13,557 $2,067 $10,000

Fundraising Events: Trends/Projections

• Turn service event-goers into fundraising event donors
• Connect fundraising events to impacts of service events 

(e.g. host an outdoor event at one of the community 
gardens/parks that The Tool Library helps to maintain)

• Leverage social media to supplement in-person 
fundraising events (Facebook fundraisers

• Use stewardship calendar to create a regular calendar of 
fundraising events (remember, fewer events with bigger 
impacts)

• Transform The Tool Library’s signature annual holiday 
fundraiser, Borrow, Build & Brunch into an outdoor 
garden party for the Summer of 2021 to celebrate The Tool 
LIbrary’s 10th Anniversary and kickoff a capital campaign

• Stabilize revenue from fundraising 
events
 » Generate $10,000 from three 

fundraising events (2 digital and 1 
in-person)

Responsible Parties

Key Performance Indicators

Strategies

Board: Linda, Hadar, Cheyenne, Drew, 
Dylan S., Barbara

BORROWBORROW
BUILD BUILD 
BRUNCHBRUNCH
A Tool Library Fundraiser
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During operating year 2021 we expect our active member-
ships to rise to 660 active memberships from the current 550 
with the long term goal of reaching 1000 active members 
by the sunset of this strategic plan in 2025. We may seek to 
reimagine our membership structure, but anticipate at least 
$2,000 increased revenue from memberships in the coming 
year regardless.

2020 has been an outlier due to the COVID-19 public health 
emergency, but 2019 was a banner year in terms of use of 
our Community Event Reservations. We expect a deluge of 
requests once large gatherings are again permitted. We were 
able to process 35 events in 2019 and anticipate at least 50 in 
the next year. We will transition to a Tool Bank model to im-
prove this service, wherein large designated quantities of gar-
den and landscaping tools will be kept off-site and manned 
on an as-needed basis to prevent being overwhelmed in our 
small shop space with large requests. We are also looking to 
grow Tool Library Service Days, aiming for 24 public events 
during 2021 with historic levels of community partnership, and 
adding a mix of private service events as well. 2021 will also 
ideally see the return of skill-building DIY workshops with an 
additional sponsor to allow us to conduct 6 or more work-
shops annually.

To finance these changes in addition to increased mem-
bership we are aiming for an increase in Super Tool rental 
revenue with the additional rollout of a new Super Tool or 
Tools. We aim for 15 rentals annually, which is on track with 7 
already in 2020. We are also engaging in a Tool Sale to cull 
our inventory, make room for more relevant inventory as well 
as generate modest profits. We plan to earmark our profits for 
capital improvements with the potential downpayment for a 
vehicle as well as continuation of an AmeriCorps VISTA mem-
ber and potentially bringing on an employee with wages and 
benefits managed internally. We would also like to bring in an 
additional organizational sponsor to have naming rights to 
Repair Cafe or our DIY workshop series which generate press 
coverage and reportable metrics. 

During the 2020-2021 cycle, we will reimagine our signature 
annual fundraising event. One event will launch our first 
capital campaign, honoring our 10th anniversary, and with 
the goal of raising 100 to 250 thousand dollars for a Tool 
Library-owned facility.

The Year  
Ahead

Mapping Our Future
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Over the course of the next five years, the Tool Library seeks to 
expand its capacity to provide communities the tools they need to 
build the change they want to see. By committing to changes in our 
operations, programming, and capital projects, the board of direc-
tors and volunteers of The Tool Library seek to expand the reach of 
The Tool Library, meeting the needs of more individuals and organ-
izations across Buffalo and Western New York. We are committed to 
furthering our mission and living our core values. The first ten years 
of the Tool Library have laid the groundwork and demonstrated 
the capacity for community-driven change -- we seek to meet the 
challenges of the next decade with this collective wisdom.

The strategies outlined in this document will enable the Tool Library 
to achieve its long-term goals through a mix of economic goals 
and collective practices. We seek to continue providing a market-
place alternative for equitable access to resources by continuing to 
provide low-cost access to various tools and expanding the variety 
and types of tools available to residents. In doing so, we will main-
tain our commitment to servicing Buffalo’s sharing economy with 
an eye towards member satisfaction.

Through our activities, we hope to inspire and enable a more civi-
cally engaged community by providing opportunities to volunteer 
in neighborhood improvement, benefit from a network of dedicat-
ed volunteers, and learn skills and techniques for low-cost home 
renovation and maintenance. Furthermore, we aim to support the 
work and activity of other organizations across the Buffalo-Niaga-
ra region through collaborative projects. Building upon our rela-
tionship with local educational institutions will allow us to engage 
tomorrow’s citizens. We will pursue environmental and racial justice 
through the means of the sharing economy.

Finally, our on-going effort to establish a permanent home for the 
Tool Library can serve as a model to activate other vacant spaces 
in the community. The Tool Library will serve as both a model for 
reenergizing vacant commercial space and reimagining the future 
for Buffalo’s neighborhoods and communities. 

2021-2025

2021 - 2025 STRATEGIC PLAN 43
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Mapping Our Future

Come visit us 
at 5 W. Northrup 
Place in Buffalo!
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The Tool Library wants YOU! Across all our initiatives and strategies are opportunities for 
residents and organizations to contribute. Here are some ways you can contribute to our work
:

• Become a Member. Annual membership starts at $20. Join online or in the shop, or buy a 
gift membership for a friend!

• Partner with us. Our board and volunteers are always looking to connect with other 
organizations - see where our visions intersect and how we can support each other.

• Support our strategies: Consider contributing directly towards the strategies you want 
to see achieved with our Capital Campaign, or becoming a sustaining monthly member.

• Donate: Beyond monetary contributions, we always welcome Tools, Time, and Talent to 
contribute to our work and efforts.

• Volunteer: Join us at a Service Day, become a regular shop volunteer today, or join a 
board committee.

• Follow: ‘Like’ us on social media, and share our content with your network.

Once this Strategic Plan has been adopted, the Board of Directors will assess the organiza-
tion's progress on the plan once monthly at board meetings. Staff, volunteers, and commit-
tees will pursue the goals laid out in this plan between meetings.

This document aims to lay out the next five years, but with so much changing in the world 
around us, the most detailed planning is focused on the upcoming year, 2021. After 2021, an 
ad hoc Strategic Planning Committee may choose to reconvene to reassess our progress.

Regardless, the ad hoc Strategic Planning Committee will plan to reconvene in January 2025 
to commence the next round of strategic planning.

Calls to 
Action

Revisiting Our 
Strategic Plan
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• Alex Hathaway
• Darren Cotton
• Dylan Steed
• Drew Canfield
• Madelaine Hamilton
• John O-Brien

• Tyler Madell
• Caitlin Whyte
• Kevin Modlmayer
• Charlie McLaughlin
• Maddie Toczek
• Alex Elhage

• Freideric Handelmann
• Rufus Nguyen-

McDowell
• Andrea Homer
• Bojidar Kandar

Board of Directors

5 W. Northrup Place
Buffalo, NY 14214

Phone: 716-510-1745
Email: info@thetoollibrary.org
Website: www.thetoollibrary.org

Call, click, tweet, 
or stop on in!

Join Donate Volunteer

The Tool Library Needs You!

What makes the Tool Library truly unique is the community we’ve been able to cultivate over the past seven years. As an all-
volunteer organization, the Tool LIbrary relies on individuals willing to donate their time, talents, and energy to keeping the doors to 
our shop open. Tool Library volunteers during 2018 include:

Tool Librarians

@thetoollibrary

• Darren Cotton
• Paul Neubecker
• Barbara Bono
• Dylan Steed

• Eric Borenstein
• Linda Garwol
• Hadar Borden
• Marty Seeger

• Cheyenne 
Ketter-Franklin

• Robert Townsley
• Drew Canfield

• Sonya Tareke
• Jack Greco
• John O’Brien
• Dylan Burns

• Zhi Ting Phua

These people make 
what we do possible!


