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Cycle Link is an innovative new sustainable last-mile delivery service that operates in Cardiff and South Wales. This company is transitioning from utilizing diesel powered vans to cargo bikes, electric tricycles, and neighbourhood micro-hubs. As opposed to regular delivery companies, this model incorporates circularity into all aspects: by utilizing existing space as neighbourhood micro-hubs; by purchasing remanufactured vehicles; by employing and training employees in the local area; and by providing fair wages and opportunities for career advancement to promote employee retention and long-term commitment. The business plan outlines how Cycle Link will address increasing operational cost; increasingly stringent environmental regulations; and consumer demand for environmentally friendly, reliable deliveries. The company utilizes a Lean Testing and Improvement Cycle to reduce risk during launch, with identifiable timelines for proving viability for the next two years. In addition to the Business Model Canvas and accompanying visual aids used to describe how value is provided to customers, partners, employees, and communities, the financial projections provide a forecast of when the company will reach break-even and achieve consistent growth afterward. The primary objective of Cycle Link is to provide long term sustainability through multiple revenue streams; through operationally resilient practices; and through socially and environmentally responsible practices.
Last mile delivery is the fast growing and least efficient part of the UK logistics market. In Cardiff, last mile delivery has grown at 42 percent in 2020 alone and is now the primary cause of traffic congestion, poor air quality, excessive noise and parking problems. All current models operate with high levels of gig economy labour turnover ranging from 30-40 percent annually and require significant amounts of packaging which cannot be recovered after use. The cost of operating delivery vehicles has significantly increased over recent years due to sharp increases in fuel prices, insurance premiums for delivery vehicles, and regulatory compliance costs will continue to rise in line with the introduction of Clean Air Zones (CAZs) and Extended Producer Responsibility (EPR) rules relating to packaging waste. At the same time consumers and businesses alike are increasingly demanding that companies meet their commitments to reducing carbon emissions, improve working conditions through ethical employment practices, and provide greater transparency in supply chain management. Currently there are few viable alternative delivery options available: National carriers offer some small-scale bicycle-based delivery services but do not include these within a broader joined up delivery model; Independent Operators do not have sufficient scale or resilience to compete effectively; Public Sector Trials frequently cease when seed-funding dries up. Currently, there is no company delivering environmentally friendly solutions using circular operations and providing stable employment opportunities while also being financially sustainable. As such most sustainable delivery solutions are considered as 'bolt-on' additions rather than the core service function and therefore they continue to be peripheral and subject to either budgetary reductions or operational adjustments. Cycle link is an end-to-end circular delivery solution that replaces rather than supplements traditional van-based delivery methods. Zero Emission Fleet - Cycle link operates a fleet of zero emission cargo bicycles and electric tricycles. These vehicles will be maintained and refurbished at local workshops to ensure that the vehicles remain operational for extended periods of time prior to replacement. Micro-Hub Network - Cycle link’s micro hub network uses existing empty retail unit space, community centre space and underutilized carpark space to enable goods to be transferred without requiring additional land purchases or substantial capital expenditures. Circular Logistics - Cycle link will utilize reusable crate systems to transport goods and partner with suppliers to sort packaging materials on site. Additionally, Cycle link will enter into partnership agreements with organizations who specialize in repairing and reusing all types of equipment utilized throughout its operations. Stable Employment - Cycle link will employ staff utilizing contract-based employment arrangements offering employees a minimum number of guaranteed hours per week along with training pathways and profit-sharing provisions to minimize employee turnover rates and develop long term expertise among its workforces.
	Stakeholder
	Core Value

	E-retailers & businesses
	Lower congestion charges, carbon reporting compliance, reliable same-day service, stronger brand alignment with ethical consumers

	Households
	Reduced street clutter, lower noise, safer streets, flexible delivery options and reduced carbon footprint

	Staff
	Secure income, skills development, career progression and a voice in service design

	Local Council
	Improved air quality, fewer traffic incidents, support for empty high street units and progress against net-zero targets


The term "Sustainability" is used here to mean establishing an organization that can remain viable, effective and relevant over time, rather than achieving short-term goals. The framework for this strategy has been based around four interconnected pillars. Each pillar provides the foundation for the others to help protect against changes in the marketplace, cost increases and regulatory risks.
1: circular model and operationally resilient
It is imperative to avoid dependence on unstable, volatile supply chains and/or one-time funding. Cycle Link’s circular model eliminates many of the risks associated with cost shocks and regulatory shock:
• Vehicles purchased from manufacturers of refurbished Vehicles. All Vehicles are maintained by Cycle Link in-house by our fully trained staff. Any parts replaced due to wear & tear are either repaired, or recycled, increasing the lifespan of Vehicles by 3-4 times compared to those Vehicles used by competitors and reducing replacement costs by approximately 60% during a five-year period.
• hubs utilize existing unused/underutilized space. Flexible rolling lease arrangements of 3-6 months provide the ability to rapidly increase/decrease the size of the fleet/hub(s), relocate hubs, etc. In direct relation to changes in demand.
• packaging is collected from customers, cleaned and re-used. Single-use materials are reduced as much as possible. Unavoidable waste is sent to local recycling facilities instead of landfills. These actions will allow Cycle Link to comply with EPR regulations that require producers to fund packaging recovery beginning January 1st, 2027.
• energy required to power hubs and electric vehicle charging is procured from local renewable suppliers. On-site solar panels will be installed at each hub location in year two, thereby protecting against potential increases in energy prices.
Additionally, the operational resilience built into this circular model also allows Cycle Link to proactively address potential regulatory compliance issues. As Wales begins to implement stricter CAZ charges and net-zero requirements for public sector contractors, Cycle Link will already meet or exceed these requirements, thus eliminating potential financial penalties and positioning them as the preferred provider of transportation services within their respective markets.
2: multiple revenue streams and market positioning
One of the most common causes of early failure for start-ups is relying too heavily on one client or revenue source. Therefore, Cycle Link plans to develop three separate yet equally viable revenue streams. None of the revenue streams will represent more than 50% of Cycle Link’s total annual revenue at any point in time:
• commercial delivery services: parcels/groceries/small goods delivered for independent retail stores, local e-commerce companies and regional distributors. This represents Cycle Link’s primary source of revenue from day one, expanding upon volume and creating an established presence within the marketplace.
• community services: secure drop/pick-up points/returns handling/small local removals. Building upon community-based services will enhance daily foot traffic, foster loyalty among consumers and ensure consistent revenue regardless of fluctuations in commercial deliveries.
Cycle Link’s pricing structure will offer competitive pricing to diesel alternatives while including congestion charges/fines/reputational risk within overall costs. Premium pricing will be offered to businesses interested in utilizing zero-carbon certified delivery options as part of their Sustainability initiatives. As volumes grow, so do the natural economy-of-scale reductions in unit costs resulting in a sustainable margin reserve without compromise regarding quality or employee compensation.
3: employees and organizational resiliency
A delivery network relies solely on its employees. Gig-economy models have experienced high levels of turnover resulting in poor service quality, increased training costs and ultimately damage to consumer confidence. Cycle Link will focus on developing a reliable, competent workforce through:
• providing guaranteed hours, paid statutory benefits, along with wages above the real living wage. Removing per-job wage structures that expose employees to fluctuating incomes.
• structured training programs focused on route planning/vehicle maintenance/customer service/sustainable operations. Developing clear career development paths for employees from delivery rider/hub manager/training lead.
• implementing performance bonuses tied to customer satisfaction/environmental impact. Introduce profit-sharing plans available to all employees from year two.
• involving delivery teams in service design example routing vehicle locations/hub selection/trailing new packaging options enhancing employee engagement & leveraging employee insights.
These measures will produce a workforce that continually enhances service quality overtime versus repeatedly restarting service quality efforts every year. Additionally, creating a positive employer brand will support recruitment & retention efforts while minimizing advertising expenses.
4: innovative adaptation and partnerships
Maintaining longevity requires continued innovation vs maintaining a stagnant final product. Cycle Link will incorporate learning from day one & establish strategic alliances to minimize risk while expanding reach:
• collaborate with Cardiff university's sustainable logistics research group to measure emissions/efficiency/social impact metrics, feed data directly back into service improvement initiatives, & provide independent evidence to funders and customers.
• partner with local repair co-ops/bike hubs to create a circular supply chain reducing maintenance costs & creating training opportunities for staff members.
• join national sustainable logistics networks to develop best practice sharing/opposition policy influence & expand access to larger contract opportunities.
• develop open-sourced route planning tool optimized for bikes & trikes which can be updated/shared among other operators to build collective influence while establishing Cycle Link as a leader within its industry

	Key Partners
	Key Activities
	Value Propositions
	Customer Relationships
	Customer Segments

	- Independent retailers & local e-commerce brands
- Cardiff Council & public bodies
- Remanufactured cargo vehicle suppliers
- Community centres & empty high street owners
- Local renewable energy providers
- Bike repair co-operatives & circular logistics networks
	- Last-mile collection & timed delivery
- Micro-hub management & stock holding
- Fleet maintenance, repair & remanufacture
- Route optimisation & service scheduling
- Staff training & impact reporting
	- Zero-emission, low-noise last-mile delivery
- Reliable, transparent service with real-time tracking
- Automatic compliance with CAZ & carbon reporting
- Fair employment & local economic investment
- Reusable packaging & minimal waste operations
	- Dedicated account management for contract partners
- Monthly performance reviews & impact updates
- Regular customer & community feedback surveys
- Face-to-face check-ins with delivery teams
- Transparent public reporting of social & environmental impact
	- Independent shops & small online businesses
- Cardiff Council, health boards & public services
- Residential households & neighbourhood groups
- Schools, universities & community organisations
- Event organisers & local businesses

	Key Resources
	
	Channels
	Cost Structure
	Revenue Streams

	- Cargo bike & electric trike fleet
- Network of accessible neighbourhood micro-hubs
- Trained, directly employed workforce
- IT systems for tracking, scheduling & reporting
- Registered social enterprise status & trusted brand
- Established local partnership network
	
	- Direct sales & partnership agreements
- Online booking & management platform
- On-street delivery & collection points
- Local business networks & council procurement portals
- Word-of-mouth & local media coverage
	- Fleet purchase, maintenance & upgrades
- Hub rental, utilities & equipment
- Staff wages, training & benefits
- Insurance, admin & professional fees
- Marketing, tendering & partnership development
	- Per-parcel & per-drop delivery fees
- Monthly/annual service retainers
- Returns handling & secure storage fees
- Public sector framework contracts
- Green business grants & social enterprise funding




The cost for setup will be £28,500 funded through startup grants.
	Item
	Cost

	4 remanufactured cargo bikes + 1 electric trike
	£14,000

	IT systems, booking platform & branding
	£4,500

	Hub setup, storage & reusable packaging
	£5,000

	Initial training, insurance & legal compliance
	£5,000



Year 1 to 2 projections:
	Metric
	Year 1
	Year 2

	Average daily deliveries
	180
	450

	Total annual revenue
	£92,000
	£248,000

	Total operating costs
	£81,000
	£195,000

	Net profit / surplus
	£11,000 (12% margin)
	£53,000 (21% margin)

	Cumulative position
	Break-even Month 18
	£64,000 retained surplus



The viability of the business model has been enhanced through several safeguarding measures:
Capital expenditures were minimized by eliminating a requirement to construct depots, purchasing imported new vehicles, or acquiring proprietary technology.
Eligibility for grants: The social enterprise qualifies for Welsh Government Green Business Grants, Social Enterprise Development Fund support, and funding from the UK Shared Prosperity Fund.
Costs can grow in response to increasing revenues: Vehicles and employees are only added after a level of revenue is realized from current services, as opposed to taking on substantial expense before that revenue stream exists.
Security of cash flow: A minimum of 40% of annual income comes from fixed term contracts with payment terms ranging from 30 – 60 days which reduces exposure to delayed payments or seasonal fluctuations.
Resources
People: In Year One there will be 2 Full-Time Founders, 3 Delivery Staff and in Year Two there will be an additional 5 Delivery Staff making it a total of 8 Delivery Staff. All Employees have been trained in Sustainable Logistics, Circular Operations and Customer Service.
Physical Assets: Zero-Emission Remanufactured Vehicle Fleet; 3 Micro-Hubs located throughout Cardiff City Centre (Cardiff Bay), Canton and Roath; Fully Reusable Crate System and Sorting Equipment.
Intangible Assets: Registered Community Interest Company (CIC); Independent Impact Verification; Formal Partnerships with Cardiff Council and Cardiff Business Club
	Phase
	Period
	Key Actions
	Success Metrics

	Test & validate
	Months 1–6
	Pilot 2 micro-hubs; secure 8–10 launch partners; operate limited-service zone; collect full operational data
	95% on-time delivery rate; 80% client retention; positive gross margin per delivery

	Scale & Secure
	Months 7–18
	Launch 3rd hub; secure public sector framework place; expand fleet by 50%; introduce profit-share scheme
	180 average daily deliveries; overall break-even; 15+ long-term contracted partners

	Consolidate & Innovate
	Months 19–24
	Add solar charging at main hub; launch closed-loop packaging service; expand to Newport & Vale of Glamorgan
	450 average daily deliveries; 20%+ net margin; recognised as Wales’ leading sustainable delivery provider




Phase 1: Pilot Learning (Months 1-6) — 
We will launch a small initial group of trusted partners within a defined geographic area. We will collect both quantitative data on cost per delivery, travel time, fleet reliability, and customer satisfaction along with qualitative feedback from the riders, hub hosts and residents. The weekly team meetings and monthly partner workshops will allow us to identify practical ways to improve our operation — i.e., what are the best hours to open hubs? How do we better define our routes? What package types will work best?
Phase 2: Evidence-Based Scaling (Months 7-18), we will roll-out successful changes before adding more capacity. If electric trikes increase parcel deliveries by 25% in hills areas compared to gas powered vehicles, then the type of vehicle in the fleet will be adjusted. If there is higher demand for packages delivered in the evenings, then the hours of operation will be increased.
No new locations or services will be implemented without a complete cost benefit analysis and pilot trial.
Phase 3: Embedded Continuous Improvement (Months 19-24) — 
The entire Cycle Link Team will review a live dashboard of operational, financial, and social metrics each month. These metrics will help us find inefficiencies prior to them costing money, find new business opportunities such as delivering prescriptions to people's homes or managing returns for online purchases, and provide transparent information about how Cycle Link impacts its community. Additionally, Cycle Link will produce an independent annual impact report detailing lessons learned from this project which can be used to inform future projects being developed by other companies/organizations and policy makers seeking to make positive change across the industry.
Cycle Link can provide an established, proven pathway to a better environmentally sustainable delivery model which will be both commercially viable as well as socially equitable and resilient in terms of operational performance. Recommendations include obtaining immediate seed funding for the pilot phase; securing 5-10 launch partners by signing contracts with them; and initiating the identification process for the potential sites of the hubs within four weeks
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