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Deep in our bones lies an intuition that we arrive here carrying a bundle of gifts to offer to the community.
Over time, these gifts are meant to be seen, developed, and called into the village at times of need. To feel
valued for the gifts with which we are born affirms our worth and dignity.
-- Francis Weller

Executive Summary
This Strategic Business Plan for Global Awareness Local Action (GALA) provides a roadmap to help
navigate the growth, success, and sustainability of establishing a Community Makerspace and Innovation
Hub at 23 Bay Street, Wolfeboro, NH. It outlines goals, strategies, programs and services, operations, and
financials for the period 2019 through 2023.
The makerspace project addresses four primary goals that build upon the organization’s ten-year track
record of sustainable community building: support regional economic development, prepare
people to thrive in a changing economy, build social capital and sense of community and
generate sustainable local solutions. In working toward these goals, GALA will prioritize engaging
and supporting youth and families, low- and moderate-income individuals, and community members with
disproportionate barriers to accessing similar opportunities.
The GALA Community Makerspace and Innovation Hub will achieve these goals through the following
programs and services: workforce training programs, workshops and classes, maker shops, a
tool library, flexible rental space, work literacy basics classes and business incubation.
These programs and services will be developed and launched in a phased manner based on GALA’s
internal capacity, ability to reach fundraising targets, and counsel from architects and engineers.
The renovation schedule is divided into three phases:
●

Phase 0: Initial small building improvements including renovating upstairs offices, bathroom,
egress, first floor ADA bathroom, and installing emergency lighting and fire alarms

●

Phase 1: Structural, mechanical, and life/fire safety improvements including insulation, windows
and doors, elevator, roof, electrical, sprinkler system, heating/cooling, and ventilation

●

Phase 2: Interior finishes, shop build out, and final site work

The full project timeline, including renovations and corresponding organizational benchmarks, is as
follows:
●

2019: Complete schematic design for renovation Phases 1 & 2, complete design development and
construction documents for Phase 1, develop capital campaign strategy, and cultivate volunteer
leadership on Board and Committees

●

2020: Bid and procure contractor, begin Phase 1 renovations, hire PT staff to support fundraising,
launch capital campaign silent phase, develop new website and marketing materials, and rollout
pre-membership program

●

2021: Accumulate tools and equipment in offsite storage, complete Phase 1 renovations, complete
capital campaign silent phase and launch public phase, begin initial programming, and ramp up
membership outreach
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●

2022: Conclude capital campaign, ramp up programs and services, including workforce training,
build maker shops, and begin Phase 2 design development

This Strategic Business Plan covers the period of 2019 - 2023 through the end of Phase 1 construction and
initial programming. It does not cover Phase 2.

Key Actions and Challenges
●
●
●
●
●
●

Grow organizational capacity to match growing scope of work and fundraising goals.
Build volunteer leadership to manage evolving roles and responsibilities.
Invest in marketing and fund development, including new website and membership drive.
Launch comprehensive capital campaign.
Identify and nurture strategic partnerships that help align the project with existing
workforce development and career pathway initiatives.
Manage key short-term challenges, including staffing, completing renovations, and operating
cash flow.

Funding Summary
GALA has historically relied on grants and donations to fund its operations (81 percent of revenue in 2018,
for example). The Board of Directors and other volunteers support the staff in grant writing, fundraising
events, direct mailer campaigns, membership drives, major donor cultivation, and online campaigns.
Arguably it was GALA’s ten years of careful donor cultivation and positive community impact that allowed
the organization to successfully match a $250,000 grant from the Northern Borders Regional Commission
in 2017. The resulting $500,000 made it possible for GALA to close on a cash sale of 23 Bay Street and
fund the subsequent master plan and Phase 0 renovations.
The master planning process concluded that an estimated $1 million needs to be invested in building
improvements to meet current building code and fire and life safety standards. GALA expects to continue
using grant and donations to fund this $1 million “Phase 1” renovations and most of its operating expenses
through 2022. After completing Phase 1 in mid-2021, GALA will gradually expand its programs and
services, increasing funds from membership dues, event fees, and space rental. GALA will continue,
however, to leverage grants and donations to make its programs and services accessible for individuals
with limited financial means, fund further building improvements, support community service projects,
and otherwise grow impact and reach.
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Part 1: Introduction
How We Got Here
GALA started in 2007 when a small group of community members came together to ask themselves, “How
can we be the change we want to see in the world?” The group was inspired by the phrase “think globally,
act locally” and started referring to themselves as GALA, for Global Awareness Local Action. For the last
twelve years, GALA has been building community and bringing positive change through activities such as
starting a farmer’s market, a town energy committee and agricultural commission, study circles and film
screenings, and community gardens for schools and food pantries, and organizing. GALA has installed
more than 35 gardens, hosted hundreds of workshops and events, and logged thousands of volunteer
hours. GALA quickly became a respected nonprofit organization in Carroll County, gaining membership,
volunteers, and donor support along the way.
At a strategic planning retreat in 2016, GALA’s board and stakeholders asked themselves, “How can we
build upon our strengths to address NH’s most pressing challenges while also becoming more relevant to a
more diverse demographic?” This conversation prompted a closer look at the growing “maker movement,”
which appeared to resemble the hands-on education and community building that GALA had been
organizing for the last decade. The organization also saw the opportunity to expand into workforce
development, job creation, career mobility, and entrepreneurial support. With that, GALA began searching
for a building from which to establish Carroll County’s first Community Makerspace and in 2017 found a
fit: 23 Bay St. Wolfeboro, NH, a 10,000 square foot vacant, former small engine repair shop, walking
distance from the regional high school and career and technical education center. GALA was awarded a
$250,000 economic development grant from the Northern Borders Regional Commission (NBRC) and
subsequently met the required 1:1 match through an ambitious grassroots fundraising campaign. This
provided GALA enough money to purchase the building outright with a cash sale of $390,000, with funds
leftover for a master planning process and building stabilization. With this outpouring of community
support, GALA secured the home of the future GALA Community Makerspace and Innovation Hub.

What is a Makerspace?
Artisan’s Asylum, a well-known makerspace in Somerville, MA describes makerspaces as “community
centers with tools. Makerspaces combine manufacturing equipment, community, and education for the
purposes of enabling community members to design, prototype, and create manufactured works that
wouldn't be possible to create with the resources available to individuals working alone.” All makerspaces
are similar in “providing access to equipment, community, and education, and all are unique in exactly
how they are arranged to fit the purposes of the community they serve.” Because each makerspace looks
different, GALA’s first priority was to learn from the community: what did they want this makerspace to
offer?
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Master Planning: Community Input Drives Architect Plan
GALA commenced a master planning process to
understand how the community’s interests and needs for
the future makerspace fit the building site’s opportunities
and limitations. The process included a well-attended
series of “hardhat” tours to get people interacting with the
space early on, multiple visioning nights at various
community venues, a survey circulated through the
regional school system and GALA’s network, and field
trips to other makerspaces throughout New England. It
also included a building and site assessment, code
analysis, concept design renderings, and initial
renovation budget projections. The result was a
Masterplan for the Renovation of 23 Bay Street,
completed by a team of architects, engineers and
contractors contracted through a public procurement
process (Leslie Benson Designs, Scott Simons Architects, and Steve Hoffman, Design/Build).
This Masterplan can be downloaded from GALA’s website. In late 2019, GALA will work with these same
architects on schematic designs and then, in 2020, construction documents and the bidding process.
Phased Renovation Schedule
As a result of the Masterplan, the renovation project is divided into three phases:
●

Phase 0 – Initial small building improvements including renovating upstairs offices, bathroom,
egress, first floor ADA bathroom, and emergency lighting and fire alarms. Primarily volunteer
driven. (2018 - 2019)

●

Phase 1 –Structural, mechanical, and life/fire safety improvements including insulation, windows
and doors, elevator, roof, electrical, sprinkler system, heating/cooling, and ventilation. Primarily
driven by contracted professionals. (July 2020 - July 2021)

● Phase 2 – Interior finishes and shop build out and final site work. Driven by a combination of
contracted professionals and volunteers. (estimated 2023)
These renovation phases will happen alongside GALA’s fundraising, capacity building, and program
development efforts. Planning how these organizational goals align with the renovation schedule and
fundraising efforts is the primary focus of this Strategic Business Plan.

Feasibility Study
In early 2019, GALA engaged Empower Success Corps (ESC) to study the feasibility of developing a
Makerspace and Innovation Hub at 23 Bay Street in Wolfeboro, NH. The GALA Makerspace and
Incubator Feasibility Study served as the foundation for this Strategic Business Plan.
ESC conducted an environmental scan and interviewed in-person or via phone a variety of constituents
who would benefit from or contribute to the Makerspace and Innovation Hub, including:
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●
●
●
●
●

Nine regional (NH plus Lowell, MA) makerspaces
Incubator and coworking spaces
Lakes Region Community College, a college within the CCSNH system
Lakes Region Technology Center, one of NH’s Career and Technical Education centers (CTEs)
Carroll County businesses and economic development experts

All constituents communicated a great deal of enthusiasm for the project and interest in providing
support, information, and partnering.
ESC examined each of the types of programming from other makerspaces (e.g. maker shops, workforce
development classes, coworking) including comparable models and project dependencies. From that, ESC
forecast early estimates of revenue for 2021 and 2022 and found that it was feasible that GALA could be
financially sustainable by 2023, effectively shifting GALA’s revenue dependency from volatile donations
and grants, to steady earned-income streams

Opportunity and Impact
Economy & Workforce
Our aging population, growing skills gap, and an outflow of the labor force to other states have all
contributed to a workforce shortage in New Hampshire. The traditional workforce, those aged 20 to 64, is
projected to decline in NH between 2010 and 2040. Over this same time span the population over 65 is
expected to double.
New Hampshire is experiencing record unemployment (2.4%) but nonetheless many sectors of the
economy are struggling. Real unemployment, measured by the U-6 statistic which includes marginal and
involuntary part-time workers, is 5.2% for NH. The low unemployment rate has created a tight labor
market in which NH employers are having difficulty finding and hiring skilled workers.
The economy in Carroll County is dominated by seasonal, service-oriented jobs due to the area’s
desirability as a tourist and retirement destination. The region lacks a thriving year-round job market.
This forces people into seasonal, service-oriented jobs, contributing to economic insecurities and
increasing out-migration rates, particularly among young adults and families.
The state is losing young workers at a high rate as compared with other states. Forty-eight percent of
recent high school graduates migrate out of state to attend two-year or four-year colleges or career schools
as compared to a national average of 19 percent. Unfortunately, once students leave the state, they often
do not come back to New Hampshire to live and work. This migration concerns policy makers and
workforce experts alike.
These converging trends present a critical opportunity to:
●
●

leverage the human capital associated with our older residents while offering meaningful ways to
age in community
offer skill-building and credentialing opportunities in a creative and community centered hub, to
attract and retain young adults and families
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In Carroll County, there is an unfulfilled need for a physical place to build skills, collaborate and connect
over shared interests, and foster creative placemaking, resulting in better jobs, higher quality of life, and a
stronger community.
Quality of Life & Opportunity Gap
Stay, Work, Play New Hampshire recently conducted a survey to understand why young people are
leaving New Hampshire. Two of the key findings were that people are leaving because of a sense of
aloneness and a perceived lack of professional, cultural and social opportunities. Makerspaces offer
community hubs that can be an antidote to these outmigration drivers, improving overall quality of life.
The impacts of aloneness and lack of opportunities do not impact all people in the same ways. People
living with a physical disability, those recovering from addiction, veterans, the formerly incarcerated, and
immigrants and refugees face compounding factors that position them to feel even more alone or perceive
even less opportunity than others. GALA aims to design programs that engage people with these
disproportionate barriers and help close the resulting opportunity gap.
For older adults, experiencing loneliness negatively impacts health and well-being. Having a purpose in
life may mitigate loneliness and therefore positively impact health and well-being. GALA’s makerspace
can provide fellowship and purpose for older adults, while also harnessing the abundance of skills and
knowledge they have built throughout their lives and careers.
Young girls also have a lot to gain from Makerspaces. Girls at Work, a nonprofit in Manchester, NH points
out that, “Only a handful of the girls we meet have had the opportunity to learn how to use power tools
safely.” The Makerspace will offer the physical infrastructure to partner with organizations like Girls at
Work to “empower girls with the tools to overcome adversity and build confidence to face current and
future life challenges.”
Community Resilience & Creative Placemaking
Sense of community is not an accident nor is it a passive experience. Millennials and boomers alike look
for this elusive thing called “community” when deciding where to set roots. Community means being
engaged in a web of relationships and transactions that make us feel useful, safe, and connected. When we
are embedded in community, we are resilient and can manage the inevitable highs and lows of the human
predicament. Makerspaces can help build this sense of community through the process of creative rural
placemaking: connecting with one another while deepening the connection to place. This bond between
person and place is referred to as “place attachment.” The stronger bonds people develop to a place, the
more they invest in protecting and preserving its integrity. This is the essence of the connection between
GALA’s environmental origins and the Makerspace and Innovation Hub project.
As our economies, environments, and demographics continue to change and evolve, developing locally
driven solutions to these challenges is critical to the long-term vitality of our communities. How can
GALA facilitate placemaking that grows a strong economy and strengthens the community's alreadyexisting historical, natural, and cultural assets? By using the Makerspace and Innovation Hub to bring in
new ideas, businesses, amenities, and social spaces, GALA can help foster place attachment and encourage
people to invest in their communities.
Empower Success Corps
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Aligning with NH Workforce Development Efforts
GALA will partner and align with statewide efforts such as the Community College System of NH
(CCSNH), Career and Technical Education (CTEs) program, the NH Sector Partnership Initiative, and
Business and Industry Association (BIA) Workforce Accelerator to plan curriculum that will enrich
existing workforce development and career pathway efforts already underway in NH.
The NH Sector Partnerships Initiative (SPI), for example, has been established to help both businesses and
workers address the tight labor market in these five industries: construction, manufacturing,
hospitality, healthcare, and technology. The SPI emphasizes partnerships between industry and
schools to ensure that schools are training workers according to employers’ needs. GALA is exploring
ways to align its workforce development training curriculum based on SPI goals and strategies.
In addition, the statewide BIA initiative, Workforce Accelerator 2025, has a goal to increase the
percentage of adults 25-64 with a degree or certificate from 54% of the workforce to 65% of the workforce.
Note that in Carroll County, only an estimated 49% of adults (25 years and older) have a degree or
certificate1. GALA will serve as a satellite classroom for schools within CCSNH to help move the needle on
this statewide goal by offering credentialing opportunities like WorkReadyNH.
By aligning with statewide efforts, GALA avoids reinventing the wheel while benefiting from established
curriculum and strategies developed by industry experts and well-researched need. GALA will customize
these statewide strategies to reflect locally defined needs from regional employers and partners, a process
in discussion with Lakes Region Community College, Lakes Region Technology Center, and Carroll County
businesses and economic development experts.

New Awning at 23 Bay Street is an action call for volunteer support

1

From discussion via email with Yulya Spantchak, NHCF, who is working on data for Workforce Accelerator 2025.
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Part 2: Strategic Plan
GALA’s Mission, Vision and Values
Mission: Strengthening community by supporting people to discover, cultivate, and share their unique
gifts and skills to enrich rural lives and foster rewarding livelihoods.
Vision: We envision a future where everyone is emotionally, mentally, and physically supported to
discover, cultivate, and share their unique gifts with the world. The act of sharing these gifts leads to
gainful employment and rewarding livelihoods. People identify less as consumers of material things, and
more as makers of a vibrant, strong, healthy community.
Values: Everyone has unique gifts to offer, everyone. Everyone should have the opportunity to apply
these gifts towards gainful employment and meaningful community engagement. This will look different
for each person, depending on their career path, age, abilities, and social identity.
Creative, Rural Community Placemaking
The challenges facing today’s generation -- environmental, economic, and social -- are more multifaceted
and complex than ever before. Our imagination and problem-solving capacity are our most critical
resources needed to solve these challenges.
Our approach to leveraging these resources is through a Community Makerspace and Innovation Hub
where people come together to develop and share their gifts and skills in ways that build a culture of
innovation, collaboration, and empathy. We believe that when given access to the right collection of tools
and equipment, mentorship and coaching, and a supportive environment to experiment, fail safely, and try
again, we are creating the conditions that foster a healthy community, economy, and environment.
We agree with Wendell Berry when he says, “The right local questions and answers will be the right global
ones.” Our programs are place-based and rooted in the rural community and ecosystem in which we are
embedded.
We believe that building a future where people and ecosystems are thriving is a creative process, not a
promise. We know that our greatest hope lies in making sure this process includes everyone, especially
those found at the margins of society and with disproportionate barriers to healthy, rewarding livelihoods.
The technology, creativity, and intelligence necessary for our communities thrive is all around us. Our
focus is not to search far and wide for “experts in the field,” but rather to harness those resources and ideas
that already exist within our communities and foster the willpower and leadership to put them to use.
This is creative, rural community placemaking.
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Goals and Strategies
Goals – What we aim to achieve
●

Support regional economic development by helping close the workforce skills-gap, allowing
for business growth and job creation.

●

Prepare people to thrive in a changing economy, especially those with disproportionate
barriers to career mobility and gainful employment.

●

Build social capital and sense of community by offering an intergenerational hub for skillsharing, creativity, and meaningful engagement.

●

Generate sustainable local solutions to community challenges by facilitating collaborative
problem-solving, rural placemaking, and service projects.

Strategies and Actions – How we plan to achieve it
●

Build a Makerspace by renovating 23 Bay St. Wolfeboro, NH to deliver the strategic goals
listed above through programs and services as described in the Business and Operational Plan
below.

●

Grow GALA’s organizational capacity to effectively manage the renovations, program and
partnership development, fundraising efforts, and marketing needs.

●

Build volunteer leadership and membership through application of Sociocracy principles to
extend impact, effectiveness, and community inclusiveness in the implementation of this Strategic
Business Plan.

●

Invest in marketing and fund development, including new website and membership drive.

●

Plan and launch a comprehensive capital campaign to ensure funding of increased
operating resource needs, and facility renovation capital with target of financial self-sustainability
by 2023.

●

Identify and develop strategic partnerships that help align the project with existing workforce
development and career pathway initiatives.

●

Utilize 23 Bay St effectively during renovations by utilizing available space for initial
programs and services, meetings, and space rental as renovation plan and town regulations allow.
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Strengths, Weaknesses, Opportunities & Threats (SWOT)
For GALA to pursue its mission and achieve its vision, consistent with its values, the organization must
understand the resources and challenges it currently has. In other words, its internal strengths and
weaknesses, and its external opportunities and threats. What are the strengths upon which it can build?
What are the weaknesses it must overcome? Externally, what are the principal opportunities for pursuing
its goals, and what are the notable threats or obstacles to doing so?
A Strengths-Weaknesses-Opportunities-Threat (SWOT) assessment is not a static thing. Strengths can
erode if not carefully nurtured. Weaknesses can be overcome with adequate attention and resources. New
opportunities and threats may arise as old ones fade in importance.
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STRENGTHS – WEAKNESSES – OPPORTUNITIES - THREATS
STRENGTHS

WEAKNESSES

Organization and People
● Strong internal support for mission.
● 10-year history of success.
● Makerspace statewide network.
● Josh – Reputation, visibility, respect
● Network
of
partners,
community
members
● Robust database of supporters & clients
Facility and Technology
● Outright ownership of 23 Bay St Building
● Advanced constituent relationship
management (CRM) database, etc.
Financial
● Existence of many local foundations &
other donors

Organization and People
● No additional staff to help Josh.
● No succession plan for staff.
Facility and Technology
● Extensive renovation work needed.
● 23 Bay St will have to be closed during much of
the Phase 1 renovations, curtailing program
offerings.
● Ongoing, high fixed costs of 23 Bay St.
Financial
● Barely adequate operating cash and working
capital.
● Still need extensive capital funding.

OPPORTUNITIES

THREATS

Market & Customer Dynamics
● Strong community support for mission &
goals.
● Solid relationship w/ local gov’t.
● Well-recognized need for job training.
● Well-recognized need to reduce social
isolation.
● Well-recognized need to promote
environmental sustainability.
● Surge of summer residents.
Facility and Technology
● Can serve as satellite classroom for
schools with workforce training
curriculum.
● Use of technology for delivering its
programs remotely, such as online
training.
Financial
● Generally wealthy community.

Market & Customer Dynamics
● Competition from other not-for-profit
organizations for volunteers.
● “Mission creep” from the multifaceted nature
of a makerspace.
Facility and Technology
● Facility renovation delays caused by weather
or other external factors.
● Loss, theft or corruption of critical data.

INTERNAL

EXTERNAL

Empower Success Corps
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● Competition from other not-for-profit
organizations for financial support.
● Tax law changes may reduce individual
donations.
● Limited funds, time, and transportation
resources among many potential clients.
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Part 3: Business and Operational Plan
Market Analysis
The market dynamics of Carroll, Strafford, and Belknap counties are driven by a significant
underemployed population, employers struggling to find skilled workers, younger workers migrating out
of the area, a large and growing older population, and a large seasonal population. These dynamics drive
issues for the economy, businesses, and the individuals living in the area. Individuals need to advance
their career pathways and obtain gainful employment. Others want to pursue interests and passions while
engaging with the community. Employers need skilled workers in order to function effectively and grow.
The entire community needs to attract more businesses and organizations to retain population and fulfill
residents’ needs.
GALA’s Makerspace and Innovation Hub has the opportunity to serve four target groups:
●
●
●
●

Employees needing skills and training
Employers needing a skilled workforce
Hobbyists looking to develop, share, and learn
Entrepreneurs needing resources and collaboration

GALA will prioritize serving low- and moderate-income individuals within each of these target groups, as
well as other individuals with disproportionate barriers to access similar services. GALA will use costsharing programs and mechanisms to help make these opportunities accessible to these populations.
These cost-sharing mechanisms may include the following existing statewide programs:
●
●
●
●
●
●
●

NH Job Training Fund
Apprenticeship NH (about $1k toward tuition, 144hrs)
WIOA (for lower income residents)
My Turn (for 18yrs – 24yrs)
Granite Advantage Health Care Program (Community Engagement Requirement)
NH Charitable Foundation’s “NH Tomorrow” Initiative
NH Career Academy

Instructors, mentors, and coaches who will work with these target groups may come from the following
sources:
●
●
●
●

Students and recent graduates from Career and Technical Education centers (CTEs)
Visiting instructors from the Community College System of NH (CCSNH)
Professionals or retirees who can pass on skills and knowledge from a lifetime of experience
Artists and artisans willing and able to share their trades and crafts

The themes below help characterize the dynamics of these target groups:
Employers need a skilled workforce to grow their business and add new jobs. Relevant skills are also
needed to attract and grow new businesses, improve resident economic status, stem the flight of high
Empower Success Corps
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school graduates, and reduce area underemployment.
●

The #1 cited issue preventing business growth is finding skilled workers. Employers cite needs for
soft skills, technical skills, and competencies required for available jobs. .

●

NH is the #1 exporter of high school graduates with 61% leaving state annually.

●

Carroll County unemployment rate in early 2019 was 3.1%, while overall NH was 2.8%.

●

Real unemployment (U-6, includes marginal and involuntary part-time workers) is 5.2%2 in 2019
for NH.

●

31% (12,400) of the population age 16 and older worked either part time or seasonally.

●

There are 20 thousand unfilled jobs in NH in 2019.

●

Since 2015, jobs requiring preparation (including education, job training, and experience) grew at
twice the rate of jobs not requiring preparation (68% vs 31%).

Members of the community who lack necessary credentialing need a resource to help improve quality of
life and economic stability through building both life and work skills.
●

High school equivalent or less education makes up 58% of the working population in Carroll
County.

●

5% (more than 700) families and 4,300 individuals (3,400 age 18 and over, 880 under age 18) are
below the poverty level in Carroll County.

●

13,000 individuals are at 200% or less of poverty level (2017 poverty level is $12 thousand for an
individual).

●

25% of NH adults are at Literacy Level 2 or below – most likely unable to perform tasks required by
most jobs.

A large and growing, aging population wants to mentor and coach the next generation while
continuing to develop their own skills to stay productive, meaningfully engaged in community, and pursue
their interests through hobbies and work.
●
●
●

62+ population in Carroll County grew from 21% of total in 2010 to 31% in 2017.
In 2017, 31%+ of those 65-74 in Carroll County were participating in the labor force versus 25%
nationally.
There is an increasing demand for quality of life and building interests/hobbies and community
connections.

Hobbyists, artists, and artisans need access to tools, space, and mentors so they can pursue and develop
their skills in a collaborative and inspiring atmosphere and learn a wide variety of topics from
woodworking to gardening to conservation and sustainability techniques.
●

GALA has experienced continuous, strong community participation and interest through hundreds

2Alternative measures of Labor Underutilization, NH vs. US https://www.nhes.nh.gov/elmi/statistics/alt-measures-ann-18.pdf
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of classes and events focused on hobbies and common interests in the Greater Wolfeboro area
since 2006.
●

3 in 5 US households are actively looking for ways to live more sustainable lifestyles.

These audiences’ underserved needs present a large opportunity for the GALA Makerspace and Innovation
Hub to significantly affect the economy, quality of life, and community of Carroll, Strafford, and Belknap
counties.

(Sources for the abovementioned statistics: United States Census Bureau, American Community Survey
2017; United States Bureau of Labor Statistics; New Hampshire Economic & Labor Market Information
Bureau; Pew Research Center; Special Committee on Aging, US Senate; New Hampshire Bureau of
Adult Education)

Community Members Sharing Ideas for Makerspace at a
Visioning Night at the Wolfeboro Town Hall
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Programs and Services
The programs and services to be offered at the Makerspace and Innovation Hub build upon the
organization’s purpose for over a decade: building sustainable community and improving the quality of
life through hands-on education and service projects. Having a physical location allows GALA to offer
these programs with greater efficiency, regularity, and visibility. The programs and services below are
collectively designed to deliver on GALA’s strategic goals:
●
●
●
●

Support economic development
Prepare people to thrive in a changing economy
Build social capital and sense of community
Generate sustainable local solutions and creative placemaking

Programs and Services
The following programs and services will be rolled out over time. The first two are the most important and
are required in order to fulfill outcomes committed to in current grant applications.
●

Workforce Training Programs: Partnering with existing NH workforce development
initiatives, these programs address skill gaps that prevent employers from growing their business,
and employees from career mobility. These trainings can run from half a day to multiple days and
are run professionally with a defined curriculum. Participation is expected to vary from a few to
25+ participants. GALA will develop these programs as the 23 Bay Street facility increases its
capacity for more technical and resource-intensive subjects through 2022. Examples of potential
hosted partner programs are as follows:
•
•
•
•

●

●

The PHAZE, AWS-certified welding training, delivered by instructor Dan Guillou, currently
offered at the MaXT makerspace in Peterborough, NH
WorkReadyNH for National Career Readiness Certificate - soft-skills training class in
addition to hard skills training using WorkKeys Curriculum
Medical Assistant Training for Medical Assistant Certification partnering with Lakes Region
Community College
Plumbing 101 and Electrical 101 trainings, partnering with the NH School of Mechanical
Trades.

Maker Shops that provide access to tools and equipment: The facility will be partitioned
into shop and studio spaces with tools and equipment accessible to members for individual and/or
collaborative woodworking, metalworking, bicycle maintenance, fiber arts, jewelry making,
ceramics, culinary arts, welding, automotive work, visual art, and more. These subjects have high
resource requirements including ventilation, electrical, and safety infrastructure. Members will pay
monthly fees to have access to these and other resources that they would not have access to on their
own. Limited memberships for early adopters will begin in 2021. Significant membership revenue
is dependent on Phase 1 building completion by the summer of 2021.
Workshops and Classes: Open to the public, these classes can include a wide range of subjects
and are driven by common interests in the community providing a venue for people to learn and
teach a diverse array of skills with introductory to advanced curriculum. A small sample of past
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●

●
●

GALA classes are food preservation techniques, gardening subjects, bicycle maintenance, and
electrical theory. The shorter classes (2 hrs.) range from 6-12 people who pay around $25 each,
whereas longer intensive classes may be more like the 80 hr. Permaculture Certification course
with the same number of people paying $2,000 each. Like all GALA programs, a sliding scale
and/or scholarship program will keep these programs accessible for people with limited financial
means.
Member-Driven Events: These events allow for community development and may include
either topics of interest in the community, or GALA member meetings. Examples are the Repair
Cafés where local experts and artisans fix items brought in for repair, such as small electronics or
ceramics. Participants are asked for a donation which can range from $5 to $50 depending on
subject with repair cafes averaging around 25 participants each. GALA member meetings may
include Member Mingles which can be Potluck dinners or updates/presentations. These events
could also include a “Shark Tank” style presentation by local makers or entrepreneurs seeking
investors or doing market research.
A Tool Library will allow members to checkout infrequently needed tools for use at home.
Flexible Rental Spaces will provide businesses, organizations, or individuals with the ability to
rent parts of the 23 Bay St. facility for short or longer-term needs.

Future Directions
Upon completion of Phase 2 renovations, GALA expects to add these types of programming:
●

Pop-up gallery and retail space will provide makers and entrepreneurs a venue to market
testing, sales, and visibility.

●

Business Incubator: Providing a successful growth ecosystem (space, resources, and
collaboration opportunities) for entrepreneurs, the incubator will provide a catalyst for new
businesses to succeed in Carroll County. GALA resources will develop a culture that connects
people and enables them to share unique experiences, skills, and insights in collaborative ways.
GALA may partner with local organizations like Wentworth Economic Development Council
(WEDCO), SCORE, and Empower Success Corps to connect budding entrepreneurs with the
appropriate coaching, mentorship, and access to capital.

●

Co-working and Private Office/Studio Space: GALA will offer co-working space in an open
office environment as well as private offices or artisan studios. These spaces will be a place to get
work done, collaborate, innovate, and network with other entrepreneurs, artists and makers.

●

Work Literacy Basics Classes: These will help to close the opportunity gap for members of the
community who need foundational competencies to keep moving forward in areas such as
computer and technology basics, workplace “soft skills,” and financial literacy.
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Marketing Strategy
GALA has historical strengths in marketing as well as some significant challenges going forward:
GALA regularly uses both email marketing and social media. GALA sends frequent email updates to a list
of about 2,025 email addresses, managed by the Customer Relationship Management (CRM) software
Fundly. The average open rate is 33.5%, which is very good for the nonprofit sector. GALA posts to
Facebook, Instagram, and Twitter regularly. The GALA Facebook page has 2,200 followers; the Instagram
feed has 540 followers. Note that GALA fundraising posts tend to get about 20 reactions (like, love, etc.);
updates on the Makerspace might get about 50 reactions.
Challenges
Going forward, GALA’s challenges include maintaining momentum and visibility through the completion
of Phase 1 renovations. Communicating the nature of this multifaceted venture is a challenge when
developing messaging and materials for potential supporters. GALA needs to invest staff and money in a
new website to support development as well as recruiting members and promoting activities.
Goals
GALA’s marketing goals include the following:
Short term: August 2019 – June 2020
● Build visibility and interest in makerspace project in the local area and statewide while
construction proceeds and until the makerspace opens in mid-2021
● Create case for support and marketing content to support capital campaign
● Recruit volunteers for building committee and shop advisors
● Create a new website which often serves as the first impression of GALA
Midterm: July 2020 – June 2021
● Build partnerships with training partners who will deliver training such as Lakes Region
Community College workforce development resources
● Develop partnerships with employers who need skill development for current and potential
employees
Future: January 2021 – December 2022
● Recruit volunteers, instructors, and mentors to help deliver programs and classes
● Attract hobbyists, entrepreneurs, and mentors as members
● Promote both workforce development training and member driven classes and events to employees
and potential members
● Create awareness, consideration, and participation from core target audiences and partners
through increased digital presence, effective messaging, and word of mouth and relationship
activities
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Outcome Measurements
●
●
●

Build memberships from hobbyists, entrepreneurs, and mentors beginning in 2021, building to 90
members in 2023.
Increase delivery of GALA member-driven classes from the current three per quarter to eight per
quarter in 2022.
Build interest in workforce development programs to deliver four classes per quarter in 2023.

Recommendations
●

Website: GALA needs a simplified, modern website that covers these bases (the MaXT
Makerspace and Artisan’s Asylum are good models):
◦
◦
◦
◦
◦

●

●

●

●

Fewer words– show don’t tell
Present Case for Support to support capital campaign
More imagery – people making things, progress at 23 Bay Street, Josh and board members
Calendar
Pages for both current activities and easy-to-navigate pages on the future makerspace. Perhaps
organize the website navigation around: NOW and FUTURE

Develop a donor package, to include:
◦

Case for Support

◦

Architects plans

◦

Feasibility Study

◦

Strategic Business Plan

◦

Architect Drawing poster

Create messaging guide to make downstream marketing easier:
◦

Elevator pitch

◦

Key messages, goals and channels for each audience

Execute consistent and regular digital marketing
◦

Quarterly email newsletter, as well as more frequent email updates

◦

Social media calendar to ensure GALA is posting regularly

Develop a sponsorship package to recruit sponsors to donate tools and help build out shops
with equipment
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Governance
GALA takes the saying “be the change you want to see in the world” very seriously. The GALA Board is
committed to a governance and decision-making methodology that reflects the values the organization
upholds. After experimenting with several governance styles, GALA found the methodology known as
Sociocracy, or “Dynamic Governance” to best reflect the organization’s values while getting work done.
Sociocracy empowers semi-autonomous “circles” (committees) to make decisions based on consent. Work
gets done in an effective and equitable manner, and each circle is responsible for improving processes over
time through evaluation and feedback. The most common takeaway heard by GALA board members
reflecting on their time on the Board has been an appreciation for this process. As a result, most board
members choose to serve for two to three terms.
But any governance model, including Sociocracy, is like a muscle and requires maintenance to adapt to
new environments or activities.
The recent purchase of a building to establish a Makerspace and
Innovation Hub includes new responsibilities and roles that are not currently reflected in GALA’s
organizational chart. In anticipation of this growth, GALA consulted with Sociocracy for All, the
prominent Sociocracy trainer in the US, to update its organizational chart and bylaws to reflect the
Makerspace and Innovation Hub goals. This process was initiated in June 2019 with a well-attended,
two-day, volunteer training and refresher on Sociocracy hosted at the Wolfeboro Town Hall.
Out of this training, the following governance goals were identified as necessary to leverage the
anticipated growing dependence on volunteer support:
●

Fully integrate Sociocracy into GALA’s organizational bylaws.

●

Update GALA’s organizational chart to reflect new roles and responsibilities associated with
owning property/building and operating a makerspace. (see draft in appendix))

●

Populate and support the existing and new Department Circles with community volunteers.

●

Create a more formal Sociocracy orientation for new board and committee members, including
user-friendly training and educational materials.

●

Budget adequate time and money for more training opportunities for specific Sociocracy roles,
particularly facilitators.

GALA volunteers working on
Phase 0 renovations at 23 Bay
Street.
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GALA currently has a board of seven members including four officers (president, vice president, secretary
and treasurer). GALA expects to grow the board to twelve members to support the introduction of the
makerspace model. The elected terms for directors are three years and they may serve three successive
terms. Board meetings occur monthly. Candidates for election to the GALA board are selected based on
skills needed by GALA. The board conducts annual assessments of board skills, characteristics, and
experience in the context of ability to meet the needs of strategic goals.
GALA’s Governance Flowchart illustrated below shows the relationship between the external environment
(top) and internal environment (bottom), as well as the long-term abstract work (left) and short term
operations (right).

GOVERNANCE FLOWCHART

See Appendix 3 for a diagram of GALA’s organizational chart, showing each circle domain and how they
interact with the board and management.
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Fundraising and Development
The Makerspace and Innovation Hub allows GALA to leverage social enterprise strategies by building a
mission-aligned, earned income revenue stream. While the financial projections in this business plan
indicate an increase in grant and donor dependency over the next three years, the Makerspace and
Innovation Hub positions GALA to shift to earned income over time. This shift, from dependency on
grants and donations, to financial sustainability from earned income, is a noteworthy outcome of the
success of this project. The challenge will be how GALA gets through these next few years and succeeds in
growing its operating budget while also funding a major renovation project.
Funding the Building Purchase
The organization has achieved some impressive fundraising targets in the past, most recently in the
fundraising push to purchase the building. When GALA was awarded a $250k Northern Border Regional
Commission (NBRC) grant in 2017 to go toward purchasing the building, it required a 1:1 match. For an
organization that was used to raising between $60 - $70k in annual funds, this seemed ambitious. GALA
achieved this fundraising feat by capitalizing on 10 years of careful donor cultivation, successfully raising
the $250k match and making a cash purchase of the building for $390,000. The remainder of the funds
was used for architectural and engineering, site planning, and master planning.
Funding Phase 1 Renovations to the Building
The master planning results estimate that GALA is facing a two-million-dollar renovation project. This is
more expensive than the Board expected, but instead of feeling defeated, they doubled down on grant
applications and are on track to secure half of that figure by the end of 2019, primarily through grants and
tax credits. This will be just enough to cover Phase 1 of renovations, which will result in a building that is
energy efficient and code compliant. Sources of funding for Phase 1 are as follows:
●
●
●
●

$250,000 Northern Borders Regional Commission (committed)
$220,000 Tax Credits from the Community Development Finance Authority (CDFA) (committed
but need to be sold to businesses to turn into cash)
$30,000 USDA Rural Business Development Grant (committed)
$500,000 Block Grant from the CDFA (pending)

Funding Operations and Phase 2
Managing these grants on top of the renovation project is consuming nearly all of the Executive Director’s
time and attention, replacing time that used to be spent fundraising for the annual operating fund and
running programs. In order to effectively manage the grants and renovations associated with Phase 1
renovations, launch a capital campaign for Phase 2 renovations, and offer programming upon completion
of Phase 1 renovations, GALA must increase its operating budget to hire additional staff. The first staff
member should be a part-time Development Director for 2020-2021, replaced with a part-time Program
Manager upon completion of the capital campaign in 2023.
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Current Fundraising Activities
Fundraising activities are divided into several categories, including communicating to the contact database
through two direct mailings (Spring and Fall appeal letters), two online fundraising campaigns (NH Gives
and Giving Tuesday), two fundraising event benefit dinners (East of Suez and Flatbread Pizza), house
parties, ongoing donor cultivation, grant writing, and more recently the selling of tax credits awarded by
CDFA. GALA Executive Director Josh Arnold leads these activities backed by a dedicated Board of
Directors and volunteer Development Committee.
GALA’s active donor list has 500 households and is managed by the Customer Relationship Management
(CRM) software, Fundly. The software generates custom reporting to help the Board and Development
Committee understand trends and identify opportunities. The Development Committee meets periodically
to review fundraising goals and delegate tasks to fulfill its strategies. They are a committed group
comprised of mostly board members. GALA should recruit more members to this committee and setup a
regular monthly meeting schedule.
Tracking Grant Outcomes and Responsibilities
GALA receives both restricted and unrestricted grants. Many of the unrestricted grants are donor-advised
funds of the New Hampshire Charitable Foundation (NHCF). The NHCF Community Grants program is
following a national philanthropic trend by recently changing all of their grants to multi-year operating
grants, to which GALA has been invited to submit an application.
The Makerspace and Innovation Hub project is currently beholden to two noteworthy grant restrictions
based on funding sources already being used or committed. More specifically, GALA must demonstrate
measurable progress on job creation, businesses improved, and serving residents classified as low and
moderate income (LMI). These expected outcomes are based on grant restrictions from the Northern
Borders Regional Commission (NBRC), Community Development Finance Authority (CDFA), and United
States Department of Agriculture (USDA). Managing and tracking these grants requires specialized
nonprofit accounting skills, adding to GALA’s bookkeeping and administrative expenses.
Sponsorships & In-Kind Donations
Sponsorships and In-Kind donations have also been part of GALA’s fundraising activities over the years,
benefiting from donations like work boots from Timberland and a bike blender from Stonyfield, for
example. This type of in-kind support will become increasingly important as GALA builds out the maker
shops with needed equipment and tools. GALA has already benefited from local business support
including a $4,000 credit to the local hardware store. In addition to local support, companies like Hitachi,
Stanley Tools, and Harbor Freight Tools all have donation programs worth exploring. GALA should
approach these companies with the reminder that if they sponsor a maker shop by outfitting it with their
brand of tools, the users of the space become familiar with that brand and are more likely to be future
consumers of that brand. Although outfitting the maker shops with tools is primarily part of Phase 2,
GALA should begin developing a relationship with these prospective sponsors during Phase 1.
Capital Campaign
GALA will execute a comprehensive capital campaign to cover 1) operating costs for 2020 - 23 and 2)
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Phase 2 construction. A capital campaign is currently being planned for January 2020 through July 2022,
using the annual appeal as the basic prerequisite of an early predictor of the campaign’s success.
Here are the proposed steps and timing:
●

Capital campaign feasibility study that will assess board and staff readiness, conduct donor
research, prepare gift charts and sizing, review competing capital campaigns, and project economic
conditions – January 2020 through July 2020.

●

Silent phase – July 2020 through July 2021.

●

Open public phase – July 2021 through July 2022.

GALA Fundraising Thermometer Used During Campaign to purchase the building
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Financial Projections
GALA’s Strategic Business Plan includes a multiyear financial projection of cash flow and financial
sustainability that will result from the most likely combination of controllable and external outcomes.
Assumptions
● Staffing: GALA will have one full-time and one part-time paid employee by January 2020. One of
them, of course, is the executive director. Their salaries may increase by 5.0 percent each January
based on annual performance review.
● Price inflation on non-salary costs at a 2.5 percent annualized rate, consistent with the various
Consumer Price Index and GDP Price Deflator trends published by the St. Louis Federal Reserve
Bank. We chose to disregard the likely beneficial impact of price inflation on revenues, thereby
slightly understating future revenues.
● Phase 0 is complete by end of 2019 and Phase 1 is completed in mid-2021. Until the completion of
Phase 1, GALA will be unable to utilize its 23 Bay Street facility for public use. GALA will therefore
have no program revenue until then, and will have to rely on grants, donations, and potentially
loans to fund operations.
● The grants to finance the Phase 1 work will be provided as reimbursements, on average three
months (one quarter year) after GALA pays the vendors. That practice will likely require float
funding from a bank or other source.
● Phase 2 is not specifically included in this financial projection.
● Working capital and other balance sheet changes are essentially balanced, so that revenue and cash
inflows, as well as expense and cash outflows, are the same.
● Anticipated unrestricted grants and donations totaling $60 thousand per year will cover a
substantial portion of GALA’s operating expenses for the calendar years 2020-22 and to some
extent in subsequent years. These include donations that GALA typically raises each year (about
$40 thousand) plus an anticipated grant of $20 thousand per year from NH Charitable
Foundation.
Financial Highlights
GALA expects to fund its Phase 1 renovations with $1 million of grants and donations in 2020-2021, and
to raise sufficient unrestricted funds to cover the majority of its operating costs through 2022. Beginning
in late 2022, expanded programs and service offerings will gradually raise the share of operating costs
generated from membership dues, event fees, and rentals. Until then, GALA will need to raise unrestricted
grants and donations totaling approximately $119 thousand, $98 thousand, $68 thousand, and $46
thousand in 2020-2023, respectively. These amounts include the anticipated $60 thousand per year
described above.
The most important line on the report below is "Unrestricted Working Capital, EOP" (EOP = End of
Period). It is essentially a measure of liquidity--GALA's ability to pay its bills. If it dips below zero in any
quarter, GALA would technically be insolvent, and would then need to delay paying bills or obtain shortterm bank funding. That working capital amount is projected to drop to $2,500 at year-end 2019. But our
plan is to gradually raise and put aside "Contingency Funding" to eventually reach $42,500 at the end of
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2023, which would cover almost four months of expected annual operating costs.
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“Predicting is hard – especially of the future.” - Yogi Berra

Risk Management
As with any organization, GALA faces many uncertainties. Some are risks that could cause harm to the
organization or its mission. Some are potential opportunities, from which GALA would want to benefit.
Proper risk management requires the organization to complete various tasks:
1. Identify the most important risks.
2. Take actions to minimize the likelihood of those risks occurring.
3. Take actions to minimize the impact of those risks if they do occur.
Risks are often related, either in a compounding sense (one problem makes others more likely) or in an
offsetting manner (one problem makes others less likely). In the language of statistics, some risks are
correlated with each other, either in a positive (moving together) or negative (moving in opposite
directions) relationship.
Things change. So, risk management is an ongoing process, requiring periodic attention by GALA
management and the board of directors.
Facility
What risks are associated with the building and grounds, machinery and equipment, furniture and
fixtures?
● Key risks: Fire, storm damage, breakage or excessive wear and tear to building, fixtures, or
premises. These risks could cause monetary damages, temporary or partial loss of use of the
facility, reputational damage, or even human casualties.
● Prevention actions: Compliance with all fire and building codes; proper inspections at
recommended intervals; staff training; timely and adequately funded maintenance; ongoing
attention by the board and senior management; and clear channels of communication regarding
any facility risk concerns.
● Mitigation actions: Adequate insurance; backup locations that can be quickly utilized.
Staff and Clients
What risks are associated with the staff and clients?
● Key risks: Departure or burnout of key staff (either temporary or permanent); health and safety
caused by tools, equipment or chemicals; and diversity or harassment problems.
● Prevention actions: Ongoing recruitment and succession planning; active compliance with all
applicable labor laws; proper training of staff and volunteers in health, safety, workplace
harassment; posting of workplace notifications as required or recommended by the NH
Department of Labor (see https://www.nh.gov/labor/forms/mandatory-posters.htm); and clear
channels of communication regarding any staff or client risk concerns.
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● Mitigation actions: Extremely rapid board-level response, coordinated with appropriate external
authorities. This should include the ability to conduct a board teleconference on 24 hours' notice.
Data and Telecommunications
GALA relies on electronically stored data and telecommunications infrastructure to manage its operations,
and to handle finance and accounting, plus internal and external communications (including website and
social media activity). Much of GALA’s stored data is of a personal or organization-sensitive nature, such
as major donor information. While most data is electronic, there are risk issues that also apply to paper
documents.
● Key risks: Loss, destruction, corruption or theft of data, especially of a personal, sensitive or critical
nature (e.g. sensitive staff or donor data); ransomware; malicious takeover of web site, social media
identities or email accounts; improper transmission of personal or sensitive data to unintended
recipients.
● Prevention actions: Industry-standard compliance with recommendations for secure backups and
access control (passwords, etc.); regular updating of security software; reviews of network firewalls
and other security settings; and staff training.
● Mitigation actions: Rapid-response capability by the board and management; rapid
communications with affected persons or organizations.
Financial and Legal
Any of the risks described above can have important financial or legal effects. Additionally, there are
financial and legal risks which can arise on their own.
● Key risks: Delayed or inadequate capital campaign; inability to meet short-term cash requirements;
disputes with donors or vendors; delayed or erroneous federal, state or local filings; loss or theft of
funds.
● Prevention actions: Clear, properly reviewed agreements and contracts; proper financial reporting
and controls consistent with nonprofit Generally Accepted Accounting Principles (GAAP);
independent review of financial records; timely completion of necessary filings; clear
communications and transparency with major donors, vendors and other stakeholders.
● Mitigation actions: Maintenance of adequate working capital reserves; contingency actions to cut
or delay spending; appropriate level of insurance for directors and officers (D&O) and general
liability.
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Appendix 1: GALA Financial Summary
Unaudited; For years ended December 31

Empower Success Corps

GALA Strategic Business Plan, September 4, 2019

Page 30 of 32

Appendix 2: Selected Definitions
Skills gap: The ‘skills gap’ is the phrase used to describe the difference between the skills that employers
want and those that are available from workers looking for a job. Read more at
https://www.skillsyouneed.com/general/skills-gap.html. GALA’s Feasibility Study also explores this
phenomenon in NH at length.
Opportunity gap: Professor Kevin Welder of the University of Colorado offers a helpful explanation.
Children learn when they have opportunities to learn. When denied those opportunities, they fall behind,
and we get the devastating achievement gaps. But when they are provided with rich opportunities to learn,
they thrive, and the achievement gaps close.
Placemaking: As both an overarching idea and a hands-on approach for improving a neighborhood, city,
or region, placemaking inspires people to collectively reimagine and reinvent public spaces as the heart of
every community. Strengthening the connection between people and the places they share, placemaking
refers to a collaborative process by which we can shape our public realm in order to maximize shared
value. More than just promoting better urban design, placemaking facilitates creative patterns of use,
paying particular attention to the physical, cultural, and social identities that define a place and support its
ongoing evolution. (Project for Public Spaces).
Soft Skills: desirable qualities for certain forms of employment that do not depend on acquired
knowledge: they include common sense, the ability to deal with people, and a positive flexible attitude.
Sociocracy: Sociocracy, also known as dynamic governance, is a system of governance which seeks to
achieve solutions that create harmonious social environments as well as productive organizations and
businesses. It is distinguished by the use of consent rather than majority voting in decision-making, and
decision-making after discussion by people who know each other. It is based on four essential principles:
⚫
⚫
⚫
⚫

Consent governs policy decision making
Organizing in circles
Double-linking principle
Elections by consent

Learn more here: https://en.wikipedia.org/wiki/Sociocracy and here: http://sociocracyforall.org/
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Appendix 3: Governance Organizational and Flow Chart
This diagram shows GALA’s organizational chart, including how individual domains interact with the
board and management.
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