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Strategic Planning and Economic Development Request for Proposals
October 2, 2025

DESCRIPTION OF NEED

The Union Square Business Improvement District DBA the Union Square Alliance (the “Alliance”),
last conducted a strategic planning process in 2022 (published final plan in March 2023). The
need for a new strategic planning process comes at an important time for the organization. In
just the last several years, the Alliance experienced significant organizational changes that
include hiring a new Chief Operating Officer and Director of Policy and Economic Development,
launching new public safety and quality-of-life initiatives in partnership with the City of San
Francisco, partnering with stakeholders on large-scaled, public realm investments, and adding
additional staff. In addition, the Alliance and district are still recovering from the global COVID
pandemic. The Union Square district continues to suffer from vacancies (both retail ground floor
and upper floor and offices), decreased foot traffic, and reduced economic activity. Also, safety
issues related to retail theft, homelessness, and drug activity continue to challenge the recovery
of the area. The organization’s budget has grown from approximately $6mil in 2019-2020 fiscal
year to $12mil in 2024-2025FY. However, due to the City’s budget deficit and challenges for
2025-2026, it is expected that city grant/contract funding will be decreased going forward.
Additionally, the Mayor’s office has helped launch a new Downtown Development Corporation
(a 501C3 nonprofit) and the Partnership for San Francisco (a business led non-profit). Both these
organizations may provide additional funding to offset the city gap, for Union Square Alliance
programs but may also engage in direct services in the area or nearby.

Finally, the Alliance’s term ends in June 2029. The Alliance will soon be launching its renewal
project (beginning in 2026).

Within this context, there exist significant challenges and opportunities for the Alliance towards
achieving success in the future as it tries to balance the demands of its core functions, assume
new priorities and initiatives (including enhanced economic development work), and keep up
with current and emerging downtown management practices. One of the Alliance’s fundamental
guestions at this point, as with any organization going through significant changes, is asking
whether its existing organizational structures, staff, systems, and strategies are sufficient to meet
the expectations (implicit and explicit) and assumptions of its members and stakeholders
regarding the Alliance’s role, function, and purpose.

SCOPE OF WORK

The Alliance understands there is no one formula or process to produce an effective strategic
planning process. However, it does recognize the existence of proven strategic planning
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principles, approaches, and steps that can optimize the value of the process resulting in specific
actionable deliverables. Thus, it is very helpful if the consultant has a deep knowledge of business
improvement districts (BID’s) and their emerging issues/trends.

To that end, the Alliance is seeking strategic planning consulting services in four distinct
categories: - 1) pre-planning and data collection and analysis; 2) strategic plan development; 3)
implementation; and 4) monitoring and evaluation.

Pre-Planning and Development of Findings:

Evaluate Alliance’s programs, fiscal and mission impact, organizational and governance
structure, staff competencies and performance evaluation methods.

Review and evaluate the organization’s last strategic planning goals and objectives and
review status of those goals (completed, started but incomplete, not started or
addressed).

Compile data from various sources (aided by the Alliance staff as needed) on the district
economic conditions.

Assess the Alliance’s priorities, projects, and programs within the context of its existing
vision, mission, and values.

Facilitate collective planning sessions with members of the Alliance, staff, and Board
regarding project priorities and expectations of what constitutes organizational success
moving forward.

Design a process to maximize engagement of selected members of the Board, and the
staff, and a cross section of community members in the strategic planning process.
Determine new programmatic areas of focus as Union Square around economic
development as post-Covid recovery continues.

Review the Alliance’s organizational structure to ensure it supports the organization’s
desired strategic and operational goals.

Understand how the Alliance can exert more influence on City policies and projects that
directly impact Union Square, and its members.

Plan and Strategy Development:

Develop plan using the general framework from the last plan:

Safe and Welcoming Environment. (Advocacy/Clean and Safe)

Build Strong Economy (Econ Development/Advocacy)

Cultivate an Authentic Vibe (Marketing)

Elevate the Iconic Plaza and Embrace Intimate Spaces (Public Realm)
Ensure a Healthy and Enduring Org (Admin/Management)

O O O O
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= Build on the vision and activities developed in the previous strategic plan (2022) and
review successes, challenges, environmental and political changes and new challenges
that have arisen during last three-four years of operations.

= |dentify and incorporate the main steps and project priorities for renewing the Union
Square Alliance in 2029. These steps should be included in the various programmatic
areas of the framework above with the core renewal projects (surveying members,
drafting management plan, drafting budget, engineer’s report development, petition and
renewal voting) being outlined directly into the plan.

= Development of an Economic Development strategy (as part of the Build Strong Economy)
and define the organization’s role and develop actionable and tactical objectives (SMART
goals) for the Union Square Area. Developing strategies and goals around the re-use of
underutilized or vacant real estate (both office and retail), adding housing to the district,
and potential major real estate projects for re-development (SF Centre Mall and Macy’s
for example). These goals and strategies should not just be general but should as specific
as possible and outline a course of action within the control and purview of the Alliance
(and its partners).

= Recommend organizational staffing and governance structures that are congruent with
moving forward on the agreed-upon Alliance strategies and priorities.

= Determine measurable strategic objectives for each programmatic area that the
organization and staff will pursue over the next three years.

Implementation:

e Recommend a communication plan aligned with the strategic plan outcomes.

e Recommend organizational policies and practices aligned with the Alliance’s goals,
priorities, and measures of success.

e Recommend an organizational structure aligned with helping the organization achieve its
desired outcomes.

e Recommend a new performance evaluation and rewards system to help institutionalize
the recommended organizational changes.

Monitoring and Evaluation:
=  Recommend monitoring systems to assist with institutionalizing the new systems into the
ALLIANCE’s strategy and operations.
= Develop ongoing process for updating and revising the strategic plan annually.

PROJECT DELIVERABLES
= Design, develop, and deliver pre-strategic planning tools to Alliance Board members,
staff, and various district stakeholders into the retreat program to maximize the retreat’s
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effectiveness and engagement. This should include surveying some district members and
stakeholders.

= Design, facilitate, and document a strategic planning session with Alliance Board
members and staff (20-25 participants).

= Hold meetings with select City of San Francisco staff to attain buy in and agreement on
some of the relevant economic development and advocacy program goals and objectives
before finalizing plan.

= Present the project and plan in summary at a community event in the fall of 2026 to help
set the stage for renewal (to start early 2027).

= Conduct select stakeholder meetings organized by the district’s economic drivers: luxury
and value retailers, small and large property owners, hotels, entertainment, arts and
culture.

= Develop a new, strategic planning action and implementation plan.

PROJECT TIMELINE
= The majority of work will be from January 2026 — July 2026 (Board to receive a draft plan
or outline at the July 2026 meeting and to approve final 3-year plan at the September
2026 Board of Directors meeting).

PROJECT SOURCE DOCUMENTS (available on website).
= Union Square Business Improvement District Strategic Plan - 2023
= Union Square Alliance website https://visitunionsquaresf.com/about
= Union Square Business Improvement District Management Plan (July 2019).
= Renewal timeline draft (estimated) January 2027 — July 2029 on request.
= ALLIANCE annual and mid-year reports 2022-2025.
= Budgets, audits and financial reports as requested.

PROPOSAL FORMAT

The proposal should be prepared simply, providing a straightforward, concise delineation of
your capabilities to satisfy that requirement of the RFP. The emphasis in your proposal should
be on completeness and clarity of content as well as your vision for this project. Proposals can
be made in partnership with other companies, individuals or other organizations. Your
proposal should contain, to the extent possible, information on your overall plan for this
project, your experience with strategic planning for BID’s or similar organizations, qualifications
of the assigned staff, ability to meet the timeline set forth in the plan, equal opportunity
practices, and pertinent client references.

Specific requirements include:
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e An overview of your firm’s approach and philosophy on strategic planning.

e Detailed information about your firm’s experience and qualifications in providing the
requested services to organizations similar in size and character to the Alliance.

e Detailed information about the professional credentials and experience of the
managing, supervisory or senior personnel proposed for the engagement.

e Detailed information about your firm’s experience with economic development in
particular around filling vacancies in retail districts as well as redevelopment of upper
floors, emphasizing housing

e Estimated hours expected to be required by various types of staff and management
necessary to complete the project.

e The price and budget for completion of the strategic plan include drafting, editing and
finalizing the plan that fits with the Alliance brand.

e References for three clients similar to the Alliance who are familiar with the work of the
personnel assigned to this engagement.

e Availability to begin the project and your work plan for meeting the deadline of a final
draft by September 24, 2026, for the Board of Directors approval of the final plan
document.

e [f you do not have a local office in either San Francisco, CA or Bay Area, an estimate of
travel and lodging costs that the Alliance will have to bear if they were to hire your firm.

BUDGET

The Alliance anticipates an initial budget of $100,000-$125,000 for this project. However,
depending on project scope, process and deliverables this budget may be revised.

RFP TIMELINE

The RFP is a two-step process with an initial executive summary proposal and firm qualifications
overview due by October 17, 2025, at 5pm. From these executive summary proposals, the staff
and Executive Committee will decide on 3 finalists to submit the full proposal by December 19,
2025. This schedule is subject to change and any none interested will be notified if revised.

August 28, 2025 — RFP draft reviewed by Executive Committee

October 1, 2025 — final RFP approved by Board of Directors and sent to potential firms and
posted on IDA website.

October 17, 2025 — an initial executive summary proposal and firm qualifications document
(maximum 6 pages) due by 5pm.
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November 3, 2025 — Union Square Alliance staff and Executive Committee will select 3 finalist
firms from the initial executive summary proposals and notify the 3 finalists.

November 2025 — Meetings (virtual or otherwise) with selected firms to meet team members,
answer any questions, provide additional documentation, walk district as requested with team
members or select Board members or stakeholders, discuss possible project plans and
contingencies.

December 19, 2025 — Proposals due by 5pm.

January 15, 2026 — Selected firm notified.

January 22, 2026 — Board to approve consulting contract.

STAFF CONTACT
Benjamin Horne, CFO, ben@unionsquarealliance.com, 415-781-7880 x 103. Initial proposals
and firm qualifications should be submitted by October 17, 2025 at 5pm (PST).
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