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The Adirondack Folk School 
Final Report – December 2013 

DEC Smart Growth Grant – Contract T304504 
 

This two year award from the DEC helped propel the Adirondack Folk School (AFS) 
forward in its efforts to establish itself as a vibrant, successful non-profit organization. In 
June 2010, AFS moved into the formerly vacant town hall in the center of Lake Luzerne, NY, 
with the mission of providing educational opportunities and keeping the craft, culture, and 
traditions of the Adirondacks alive, along with the intent to stimulate economic growth in 
the area.  
 
During the two years of the Smart Growth contract, AFS significantly expanded its outreach 
in a variety of ways including expansion of the catalog distribution list and the creation of 
special programming for schools, youth groups, camps, and senior centers, among others. 
Most notably in 2013, we embarked on a partnership with Fort William Henry Hotel & 
Conference Center in Lake George to provide artisan demonstrations at the Fort during 
their busy summer/fall season. In 2014, we will continue the artisan demonstrations at the 
Fort from Memorial Day through Labor Day and we have been invited to set up an AFS 
Kiosk in their gift shop, allowing us to market AFS in general as well as sell AFS 
instructor/artisan work there.  
 
We also attended a large number of outreach events including: the Northeast 
Woodworker’s Association weekend event at the Saratoga Civic Center in March, the Wings 
Falls Quilt Guild weekend show in Queensbury in June, a large boat show in Lake George in 
August, the Warren County Youth Fair in August, the ADK Museum’s Rustic Furniture 
weekend event at the museum in September, The Gloversville Hadassah Craft Fair in 
November, and many more throughout the year. We also spoke at various organizations 
throughout the region. 
 
From February through June, AFS was featured in an exhibit at the Folklife Gallery at the 
Crandall Public Library in Glens Falls. All current AFS instructors had the opportunity to 
submit their work for display and a beautiful and well-received exhibit was curated by 
gallery founder, Todd DeGarmo. 
 
At the end of 2012, AFS hired a full-time Executive Director with uniquely matched skill 
sets, started work on a Facilities Expansion that will include a Green Building Analysis, and 
hired three part-time employees to round out the team: a Program & Outreach 
Coordinator, a registrar, and facilities/maintenance worker. Our core volunteer team has 
been reenergized and new volunteers have joined their ranks.  
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In 2013, we also developed and implemented an online registration system for AFS class 
registrations; this was a significant project that has had a profoundly positive impact on the 
perceived – and real – professionalism at the folk school and our year-round cash flow. This 
project is currently being expanded to include the ability to sign up for AFS membership 
and to make donations to the school online. Within the next couple weeks we will also have 
“shopping cart” capability for those purchasing more than one class at a time. 
 
Over the two years, we expanded the number of course offerings from 200 in 2012 to 300 
in 2013, and increased the number of print catalogs distributed from 15,000 in 2012 to 
21,000 in 2013. AFS also added Open Spinning to our free evening offerings, and offered 
two different studio intensives: one in fiber arts for a weekend and one in blacksmithing for 
a week. These two intensives will be annual events going forward and have been expanded 
in scope for 2014. The fiber arts event in 2014, The Adirondack Fiber Experience, is being 
underwritten through a grant from the Lucille Herold Trust, one that was applied for and 
funded in 2013. Other grants were also received during the contract period. 
 
We also started work on the DOS Facilities Expansion Grant: creating an RFP for 
architectural services, selecting the architect, The Phinney Design Group, who donated a 
good portion of their services to the school, and now starting to work with the state and 
architect to outline the scope of service. Phase I includes infrastructure upgrades, such as 
roof, septic, and HVAC, along with the redesign and expansion of the main AFS facility. 
Phinney is known for their green building practices where possible (they are noted for the 
design of the Wild Center in Tupper Lake among other significant buildings in the 
Adirondacks) and will be conducting the Green Building Analysis in the course of their 
design and construction work on the project. We just received news that Phase II of the 
Facilities Expansion has been approved by the state. This will include building a dedicated 
blacksmith shop to allow us to reclaim the HHM Pavilion as all-purpose classroom space. 
Phase II also includes landscaping and hardscaping to connect the buildings into a campus, 
which includes recladding the main building to match the rest of the campus facilities. 
 
Several key deliverables were included in the contract: 

 Develop a Strategic Plan 
 Expand our Outreach Program 
 Determine the Expansion of Facilities Opportunities 
 Conduct a Green Building Analysis 
 Determine the Feasibility of Hiring Professional Management 
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Develop a Strategic Plan 
A strategic plan was developed and adopted early in 2012. We have made a good deal of 
progress towards reaching some of the goals set out in the document. The short-term 
objectives are listed below along with our achievements to date in italics:  
 

 Increasing the number of class offerings from 200 in 2012 to 250 in 2013 – AFS 
surpassed this goal in 2013 by offering about 300 classes 

 Increase the fill rate of classes by 50% - AFS increased the fill rate by almost 40, 
shy of the 50% hoped for but more than originally anticipated 

 Have class revenue and income from controllable funding streams equal 65% of 
income received – In 2013, this number reached 82%, higher than we anticipated. 

 Increase membership – In 2013, membership did not increase over 2012. However, 
AFS in 2014 is offering member benefits to encourage increased membership in the 
form of lower class tuition for AFS members. 

 Increase the dollars raised through grants, donations, and tuition – In 2013, AFS 
did raise the total dollars from these sources over 2012, but not by much. 

 
While we have met most all of the short-term goals in the plan, they remain important 
markers for evaluation. AFS must do more to increase the dollars raised through grants, 
donations, and tuition, and continue to expand the income from regular classes and special 
programs.  
 
We have stabilized staff personnel to a large degree, as well as the volunteers and Board of 
Directors. We have started to institute activities relative to the website (pages 10 & 11 of 
the document), such as online registration, membership, and donations. 
 
Expand our Outreach Program 
In order to distribute the print version of the AFS catalog, we  utilized a wide variety of 

distribution venues throughout the contract period. The number of catalogs printed also increased 

from 2012 to 2013, from 15,000 to 21,000. 2013 showed a marked increase in the numbers and 

types of venues over 2012. Below you will find only a small listing of these distribution sites: 

 

 Capital Region Flower and Garden Show 

 Southern Adirondack Library System  

 Mohawk Valley Library System 

 Ramapo-Catskill Library System 

 Upper Hudson Library System 

 Clinton-Essex-Franklin Library System 
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 North Country Library System 

 NE Woodworker's Association and all other shows attended by AFS 

 Businesses: Warrensburg, Saratoga, Lake Luzerne, Hadley, Queensbury, Glens Falls, 

Albany, New Paltz, Bolton Landing, Lake Placid and many more towns in the region 

 Throughout neighboring states 

 Various AFS Instructors 

 Various Blacksmith Guilds, Woodworker's Guilds, and Fiber Arts Guilds throughout a 

five state area 

 LL Bean and Orvis Outlets in NY and VT 

 

AFS also expanded the amount of marketing and advertising it did to promote the school, our 

events, and special programs. We were included in several state and national magazines such as 

the NYS Folklore Society‘s Voices Magazine and Wood Carving Illustrated. The AFS 

Blacksmithing Studio was featured in several area publications and online sites including 

Metroland, ABANA, and others. Below you will find only a small listing of these marketing and 

advertising sites: 

  

 Saratoga Springs Life Magazine 

 Clifton Park Life Magazine 

 Loudonville-Latham Life Magazine 

 Adirondack Explorer 

 Adirondack Life 

 Weavolution (website) 

 Front Porch Forum (website) 

 Pennysaver 

 Metroland 

 NE Basketmaker's Guild Newsletter 

 ABANA (website) 

 

AFS also expanded the amount of event outreach and off-site programming to better promote the 

school. We worked with camps, senior citizens, local schools and many other organizations. AFS 

set up informational booths and/or artisan demonstrations at a large number of area events. We 

were invited to speak at many area venues. Below you will find only a small listing of these 

outreach and programming sites: 

 

 NE Woodworker's Association Show 

 Hadley-Luzerne School System 

 Adirondack Camp 
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 Queensbury High School 

 Hudson River Dollies 

 Crandall Public Library in Glens Falls - AFS Instructor Show at the Folklife Gallery 

Feb-June 

 ADK Museum Rustic Furniture Fair 

 Hadley-Luzerne Lions Club 

 Academy for Lifelong Learning/SUNY Empire 

 Stony Creek Youth Group 

 Glen Eddy Senior Living in Niskayuna 

 
Determine the Expansion of Facilities Opportunities  
AFS was awarded a Wilderness Heritage Corridor Grant through the NY Department of State for 

facilities repairs and expansion in 2012. During 2013, Eve Wenger, AFS Executive Director, has 

been working on different aspects of the project including the following activities: 

 Discussions and meetings with Wayne LaMothe from the Warren County Planning 

Department 

 Prepare materials for the AFS match requirement for the grant 

 Meetings with the AFS Operations Committee and Board of Directors to prepare for 

project scope of work 

 Work with potential project architects: AFS tours, meetings, and paperwork 

distribution. Work with potential project contractors: AFS tours, meetings, and 

paperwork distribution. 

 Preparation for the pre-bid conference meeting on July 1, 2013 

 Attend the pre-bid conference, review all bids, select the architect, create a review 

grid for the state to justify our selection (since it was not the lowest bidder). 

 Work with the architect to help them develop their sub-contract  

 

We are currently waiting for state confirmation that they have accepted Phinney’s sub-contract 

and expect to have a meeting with the state and Phinney shortly to review the scope of the 

project and determine next steps to move ahead. The project end date is December 31, 2014 and 

we hope to be able to finish the project in time or be able to postpone the end date accordingly. 

We have just been approved for Phase II of the Facilities Expansion that would include the 

building of a larger, dedicated blacksmith studio, refinishing the outside of the main building to 

match the other buildings, and the creation of a cohesive campus through landscape and 

hardscape elements. This is an exciting project for the school. We have applied for and received a 

number of matching grants from foundations and donations from individuals to help with the 

match portion of the grant. 
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Conduct a Green Building Analysis 
The Phinney Design Group is noted for their green building practices wherever possible 
and feasible. It is built into their design work – not an added extra. They were the designers 
of the Wild Center in Tupper Lake, a LEED-certified Green Building. With Phinney as the 
architect for our overall Facilities Expansion project, we are assured that they will conduct 
a Green Building analysis as they look at the infrastructure upgrades required for the main 
facility and then develop the specifications for the new building. AFS is committed to 
sustainability and green building and we are excited about the upcoming phases of our 
Facilities Project.  
 
Determine the Feasibility of Hiring Professional Management 
AFS took great leaps forward during the contract period, transitioning from volunteer 

management to paid staff. After a couple of fits and starts with two short-lived Executive 

Director (ED) hires, AFS finally hired Eve Wenger as ED in November 2012. She was 

particularly well suited to the job having previously managed a nationally-known craft education 

center in NJ and also having non-profit management, consulting, and grant writing experience.  

 

Eve has an MBA from Lehigh and understands that a non-profit is aso a business and needs to be 

carefully managed. Since she came to AFS, the Board of Directors has expanded and received 

additional training, board committees have formed and are functioning, and the relationship 

among volunteers, board, and staff has flourished.  

 

In 2012, while looking for an ED and in need of a Marketing and Outreach Coordinator, Lauren 

Whitton was found at Clarkson University; she had some prior experience with marketing, 

outreach, and social media and did well in her interview. At that time AFS postponed hiring the 

ED since there were no truly qualified candidates and instead created the Marketing and 

Outreach Coordinator position for Lauren. Lauren stayed with AFS for 1.5 years and has since 

left our employ.  

 

She was replaced in May 2013 by Adam Howard in a Program & Outreach Coordinator position. 

Adam is an accomplished blacksmith with good experience in programs and marketing. Adam 

brought a large blacksmithing studio with him from VT and donated a large amount of 

equipment and tools to the school, greatly augmenting our blacksmithing studio and positioning 

our studio as one of the best teaching facilities on the East Coast, if not across the country. 

 

The new ED has hired two other people in part-time capacities: a registrar/office person and a 

facilities/maintenance person. These two individuals have contributed greatly to the functioning 

and professionalism of the school. Currently, the staffing team now consists of the ED, an Office  
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Manager, the Program & Outreach Coordinator, the registrar/office person, and the 

facilities/maintenance person. The staff works well together and with the board and other 

volunteers. While there is much further to go to develop the staff and their pay scale and benefits, 

we believe we have an effective team that can handle the work load and growth of the school 

until such time as additional positive changes can be made. Staff is dedicated to AFS and to each 

other and cares deeply about the success of the organization – all qualities that cannot be bought 

or taught. 

Next Steps and Recommendations 
AFS continues to face challenges as a very young organization. We have been growing 
steadily since our inception but there are difficulties that this growth has brought as well: 
we have outgrown our facilities very quickly, we need additional staffing, especially in the 
busy summer months, and we need to increase the overall income to keep pace with our 
growth as a year-round institution.   

While we have received funding to address the facilities’’ issues, we are responsible for 
matching the state monies by more than 50% and that places added pressure on our 
donation and grant streams by requiring that we siphon off funds from operations to be 
used for the building match.  

Recommendations for the coming few years include: 
 Expand the Board of Directors to include well-connected people from the region

who can help with income generation
 Develop an internship program with some financial component such as a

housing stipend or other compensation
 Investigate the possibility of using crowd-sourced funding to provide a good part

of the required Facilities Expansion match
 Increase the overall number of grants written each year
 Complete the web-based projects
 Enhance the marketing of special programs to schools and camps in the region,

along with other market segments
 Increasing/enhancing the wages and benefits offered to staff so as to be able to

attract and retain excellent and dedicated staff

AFS is poised to continue on its track of growth and expansion. We must make sure that 
our income keeps pace with the demands placed on us as a year-round educational facility. 
We need to ensure that all involved with the school do not become overly taxed; the tasks 
are many and resources still few, as one would expect from a three-year old organization. 



Green Building discussion for Final report 

Further discussion on Green Building for the Final Report:  

The fact that AFS received Smart Growth funding greatly strengthened our application to 
the Department of State. It substantiated that we were working to develop a strong 
leadership, that we were thinking about facilities and Green Building, and that we were 
working with the town to develop an organization that would help our community grow. 

We did spend time investigating Green Building - a practice that makes sense for so 
many reasons, including the ethic of sustainability that echoes the principles of our 
Adirondack forebears. We investigated heating and cooling systems, roofing, plumbing, 
new windows, and building materials in general. Also how to best reuse/rebuild what we 
have without willy nilly tearing down and rebuilding. We even spoke with contractors 
about some options. This was part of what we included into the specs for the the DOS 
grant. It also became a lens for reviewing the architects who responded to the DOS RFP 
for design services; we wanted to work with someone who was committed to Green 
Building and would have the same approach to sustainability as we did. 

--  
Eve Wenger 
Executive Director 
Adirondack Folk School 
518-696-2400 
eve.wenger@adirondackfolkschool.org 
www.adirondackfolkschool.org 

From:    eve wenger <eve.wenger@adirondackfolkschool.org>
To:    Dylan Walrath <dfwalrat@gw.dec.state.ny.us>
Date:    1/7/2014 3:21 PM
Subject:   Green Building discussion for Final report
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