
 

Capital Improvement Plan 

Context 

The growth of WNC FireWood Ministry depends on both our volunteer base and their 
productivity. As our volunteer numbers are limited, major growth will primarily come from 
expanding our firewood productivity—improving production, distribution, and transportation 
capabilities. 

Firewood Production Expansion 

Over the next three years, we plan to expand the ministry's annual production from 18 cords 
(2024 production) to 100 to 150 cords. We have up to 36 cords dried and ready for the 2025/2026 
heating season. We also plan further improvements in wood handling, storage, and distribution. 

Modest Operational Costs 

Our operational expenses are modest (e.g., fuel, chains, safety gear, tarps, etc.) supplied by the 
ministry sponsors.  

We own, mostly through in-kind donations, two homeowner-level splitters, a couple of 
homeowner-level chainsaws, and various pieces of yard equipment for the main production 
woodlot. 

Volunteers are the heart of the organization 

The ministry is a 100% volunteer-driven organization. During the first half of 2025, the 
volunteers worked 655 hours, adding $22,800 value to the ministry. Since the Ministry started in 
2023, volunteers have added over $101,000 in value through at least 3,000 hours of effort. 

This year, about 25 people have volunteered, with about 10 forming our core teams. Much of 
the work involves physical tasks. Volunteers range in age from 35 to 78, with most being in their 
60s and 70s. The typical workday for most is four hours, one day a week. 

Production expansion means 

Production gains come from either productivity improvements or increased volunteer labor. 
For the past three years, we have focused on more efficient work processes. Increasing our 
volunteer base has limited potential for significant productivity gains. Thus, most future 
productivity improvement will come through higher productivity equipment.  
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Capital Improvement Plan 

WNC FireWood Inc. (the Nonprofit) is implementing a multi-year, multi-project Capital 
Improvement Plan for WNC FireWood Ministry (the Ministry). This plan aims to equip 
Ministry volunteers to provide more free home heating firewood to households in need 
throughout Transylvania County, especially those relying on wood as their primary heat 
source. The Plan is crucial not only to meet the current needs in this county but also to enable 
future expansion into neighboring counties. 

The projects listed below make up the Capital Improvement Plan and are listed in priority order 
that maximizes community impact. Funds received from gifts and grants are applied to the 
highest priority project remaining not already fully funded.  

Summary of the Capital Improvement Plan: 

Total Capital Improvement Plan (Listed below) 	 $ 343,300 
Total Inflation and Contingencies (~11%)	 36,870 
              Total Plan Projects	 $ 380,170 

2024 - 2025 Completed Projects	  $ 10,100 

2025 - 2026 Projects	 $   39,570 
2026 - 2027 Projects	 143,000 
2027 - 2028 Projects	 57,500 
2028 - 2029 Projects	 130,000 
              Total Projects to be Funded	 $ 370,070 

Projects: 

1. Distribution Woodlot Project — $8,400 value first half of 2025 

Construct Distribution (Completed June 2025) 

Dump Trailer (Purchased May 2025) 

We began this endeavor during the fall of 2024 to upgrade our firewood production and 
distribution systems. This first project was to build a Distribution Center to permit 
neighbors in need to pick up free home heating firewood and to purchase a used dump 
trailer to transport firewood from the Production Woodlot to the Distribution Center. The 
trailer has been used to deliver gravel and firewood to the Center. The Center will open 
October 2025 to the public. 
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2. Cutting Productivity Improvement Project — Part I — $1,700 value first half of 2025 

Secure first professional chainsaw (purchased March 2025) 

A second project is to purchase two professional-grade chainsaws to increase log cutting 
productivity. Using older homeowner-grade chainsaws, the operator was able to keep 
ahead of the splitting team, but the saws required significant maintenance to keep running. 
They simply were not designed for the load required. The professional-grade chainsaws 
designed for even heavier work loads than we have significantly reduced the maintenance 
required while significantly increasing productivity. 

This project was split into two parts. The first was to purchase one saw. Using it has already 
confirmed that the saw selection was the right choice and that the second purchase is 
justified. 

3. Splitter Productivity Improvement Project 

Secure Production Firewood Splitter (purchase December 2025, delivered March 2026) 

Reclaiming low wet areas of the production woodlot through the addition of soil and 
rock (by June 2026) 

Splitter Cost	 $	 21,500 
Soil, rock, delivery	 	 10,000 
Inflation and Contingencies	 	 1,200 
Estimated Project Cost	 $	 32,700 

The next project will secure a critical commercial-grade box-wedge firewood splitter to 
significantly improve our firewood splitting productivity. This significant improvement will 
allow the generation of more firewood to get to those in need. Splitting is currently the 
production limiting step.  

Volunteer data for 2024 shows that one cutter volunteer-hour cut logs into rounds that took 
3 to 4 splitter volunteer hours to split into firewood. The average productivity currently is 13 
volunteer-hours per cord firewood. The proposed splitter is rated at 2 cords per hour and 
can be operated by 1 or 2 volunteers. Our expectation is our productivity will be between 2 
and 3 volunteer-hours per cord firewood. That is a productivity improvement of 4 to 8 
times! 

The increased production volume means we will have additional firewood that must be 
stored. Currently the woodlot has a low end with soft soil that retains moisture. To use for 
wood storage the area needs better drainage and more solid fill, raising the elevation to that 
of the higher areas. Thus the second portion of this project is to permit better utilization of 
this area. 
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4. Technology Infrastructure Improvement Project  

Upgrade online presence — $5,000 (by March 2026) 

Developer Cost	 $	 5,000 
Inflation and Contingencies	 	 0 
Estimated Project Cost	 $	 5,000 

This project will improve the WNC FireWood online infrastructure for current and future 
content. By doing so, this project will free our volunteers to do the work they prefer to do be 
doing, that of processing and distributing firewood for our neighbors in need of free home 
heating firewood. 

5. Cutting Productivity Improvement Project - Part II 

Secure second professional chainsaw  — $1,700 (by June 2026) 

Contract Cost	 $	 1,700 
Inflation and Contingencies	 	 170 
Estimated Project Cost	 $	 1,870 

This second part of the project is to purchase the second professional-grade chainsaws to 
increase log cutting productivity, provide a backup for when the saw requires professional 
service, and further increase the cutting capability required by the commercial-grade 
firewood splitter. 

6. Improved Firewood Handling Project 

Secure wood conveyors - $20,000 (by December 2026) 

Conveyor Cost	 $	 20,000 
Inflation and Contingencies	 	 2,000 
Estimated Project Cost	 $	 22,000 

This project will secure a conveyor system to assist with moving firewood to stacks for 
curing and to delivery vehicles. This firewood movement process has been described as 
among the hardest work there is, which especially takes a toll on our retired volunteers. This 
step in automation will greatly enhance the volunteer’s work experience and ultimately 
factor largely in overall productivity gains. 

The conveyors are portable and would find multiple uses in all phased of the ministry. 
When firewood is split it can be conveyed to a pile that can be larger than by hand tossing. 
Trailers and trucks can be loaded more efficiently using a conveyor. Storage at the 
Distribution center can be enhanced by piling using a conveyor. Area utilization can be 
more flexible and efficient using a conveyor system. 
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7. Improved Log Handling and Cutting 

Secure skid steer with rock grapple - $75,000 (by December 2026) 

Equipment Cost	 $	 75,000 
Inflation and Contingencies	 	 7,500 
Estimated Project Cost	 $	 82,500 

The last step in the firewood production process that hasn’t been improved is the handling 
of logs. Currently we must cut log where they are dumped. The rounds are then moved, 
often multiple time, and stacked manually. Until logs have been cut and the area cleared, no 
further logs can be delivered. 

The purchase of machinery that can move logs, rounds, and firewood, will permit better 
utilization of space, safer log cutting, less physical strain on our volunteers, and facilitate 
accepting logs when the tree services have them available. 

The skid steer with rock grapple appears to be the best recommended option. Prior to 
purchase this will be further evaluated and compared to alternative. For example, an 
excavator with a thumb attachment has also been recommended 

8. Productivity and Storage Shelter 

Secure Open-Air Barn - $35,000 (by December 2026) 

Install Barn Cost	 $	 35,000 
Inflation and Contingencies	 	 3,500 
Estimated Project Cost	 $	 38,500 

Firewood burned for home heating must be dry. In some areas of the country open are 
curing of split firewood is sufficient to obtain the necessary dryness. Transylvania County is 
a near rain forest, and curing firewood must be covered, yet have sufficient air circulation to 
permit drying.  

Currently, our firewood is stored under tarps. Sometimes the tarps are not large enough to 
cover the entire stack; other times the tarps do not provide adequate air flow. In all cases, 
the tarp cannot be put on the firewood until the pile is complete, thus delaying effective 
drying. 

An open-air pole barn would not only provide far superior drying environment and 
eliminate the need for tarp purchases and the labor of covering and uncovering the 
firewood, it would also provide a safer and dryer work environment. 
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9. Delivery Truck 

Secure Delivery Truck - $50,000 (by December 2027) 

Truck, Title, and Fees Cost	 $	 50,000 
Inflation and Contingencies	 	 7,500 
Estimated Project Cost	 $	 57,500 

Our current dump trailer is sufficient for small deliveries of firewood locally. It will hold 
about 1 cord loose tossed firewood or just under 2 cords stacked (with significantly more 
labor to fill!) To more efficiently deliver firewood to more distant Distribution Centers, to 
areas like Lake Toxaway or Balsam Grove, or out of the county to Henderson or Jackson 
Counties, requires a vehicle with larger capacity. 

This truck would also permit the Ministry to transport logs, which could further enhance 
the ministry’s ability to address additional community needs for home heating firewood. 

10. Log Processing Machine 

Secure Production (high-level) Log or Firewood Processing Machine - $115,000 (by 
December 2028) 

Contract Cost	 $	 115,000 
Inflation and Contingencies	 	 15,000 
Estimated Project Cost	 $	 130,000 

Log cutting efficiency to match the splitting efficiency is the next step in increasing firewood 
production capability. If the ministry develops partnerships with communities in the 
surrounding areas, the demand for firewood produce will increase.  

By using higher production level equipment, overall efficiencies can be obtained by using a 
single, centralized processing woodlot rather than multiple less efficient locations, yet the 
distribution at the multiple locations brings the resource closer to the residents in need of 
free home heating firewood. 

This Capital Improvement Plan will be reviewed at least annually with adjustments made based 
on Ministry need changes, funding availability, and similar circumstances. 

Approved, Board of Directors 
September 30, 2025
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