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Steuben County READI Proposal

Project or Program Contact Information

Project/Program Name Easterseals Workforce Development Initiative of Northern Indiana

Project/Program Contact Donna Elbrecht

Project/Program Contact Email delbrecht@esarc.org

Project/Program Contact Phone (260) 456-4534 ext. 241

Relationship to Project/Program CEO, Easterseals Northern Indiana, Inc. 

Project or Program Location

Address 907 S. Wayne Street, Ste. 100
Angola, IN 46703

County Steuben

Project or Program Details

What type of project/program? Both

What is the duration of the
project/program?

3 years

Is this a hybrid project and program? Yes

Select project/program focus areas.
(You can select multiple)

Grow the Workforce
Entrepreneurship & Innovation



Share a description of the
project/program.

Our goal is to create learning labs and expand Easterseals' Employment
Readiness Academy, two programs that align with Indiana Department of
Education graduation pathways. These programs allow students, with or
without disabilities, to earn certifications or other professional credentials
that fulfill state graduation requirements and strengthen their candidacies
for local jobs in healthcare and the hospitality industry. 

Easterseals' Employment Readiness Academy provides hands-on training,
and learning labs provide participants with instructional training and
interpersonal, or "soft" skills they need to be able to successfully find and
maintain employment. The READI grant will fund the following labs: 

Healthcare Lab- Participants in the health care lab will be prepared for a
variety of roles in health and wellness environments, including hospitals
and nursing homes. The curriculum will include skills for patient care, and
curricula is devised to fulfill state certification requirements.
 Accompanying certifications may include the following:
- Certified Nursing Assistant (CNA) through Indiana Department of Health
- Certified Medical Assistant (CMA) through the American Association of
Medical Assistance
- Certified Clinical Medical Assistant through National HEALTHCAREER
Association 

Hospitality Lab- Hospitality is a broad field incorporating varied employment
opportunities. This makes it ideal for our learning labs, which tailor learning
opportunities with students' interests and aptitudes in mind.  This lab will
include models of hospitality settings, such as front desk, hotel rooms, and
a café/restaurant, with curriculum designed to develop skills in related
areas. Participants will also gain soft skills, hospitality industry
competencies and relevant certifications such as:
- Certified Hospitality and Tourism Professional through American Hotel
and Lodging Educational Institute
- ProStart National Certificate of Achievement through National Restaurant
Association Educational Foundation (NRAEF)
- ServSafe Food Manager



Why is this project/program regionally
significant? 

 Healthcare and Tourism make up two core industries in Steuben County.
The area's natural lakes make for popular recreation spots enjoyed by
Northeast Indiana residents, and nearly 21% of the county's residents are
employed in retail, accommodations, and food service jobs. Hospitality
locations like Wingate Hotel and Potawatomi Inn & Conference Center are
building back up after the COVID-19 pandemic, and Angola is evolving as a
regional hub for retail brands, local shops, and art galleries.

Cameron Memorial Hospital and larger healthcare networks like Parkview
Health and Lutheran make up a significant sector of employment, both in
Steuben County and in the larger Northern Indiana region. Steuben County
has seen a workforce population decline in recent years, either from
migration or through a significant portion of the workforce reaching
retirement age.  

This positions industries like healthcare and hospitality for large numbers of
job openings, and the opportunity to build up these industries alongside the
already strong manufacturing hub in the region. Through learning labs and
educational opportunities at our Easterseals locations and community
partner settings, we can give students an incentive to stay in the area and
build up the regional workforce.

 We know how to help students with and without disabilities, and what we
offer matches IDOE Pathway to Graduation requirements. Our learning
labs and Pre-ETS services collaboratively hit on 2 of the 3 diploma
requirement areas (Learn, Demonstrate Employability Skills &
Postsecondary-Ready Competencies) adopted by the Indiana Department
of Education, and we work closely with Indiana school systems to ensure
that the programs we offer meet state requirements and set our students
up for lifelong success. 



How does this project/program relate to
the identified focus area(s)?

People with disabilities face unique challenges both in employment
opportunities and in living active lives in their communities. While most
community entities make reasonable accommodations for persons with
disabilities in accordance with state and federal law, persons with
disabilities still face physical and psychological barriers to full participation
in the community. People with disabilities also experience higher
unemployment rates, with less than 20% finding competitive, integrated
employment. Often, people with disabilities make lower wages - up to 40%
less people without disabilities. Although almost 50% of adults with
disabilities want to work, youth and teenagers with disabilities often
complete school without much thought given to employment. Through
learning labs and other workforce exploration programs, Easterseals Arc
and its regional partners will provide opportunities for future employment so
these young adults can live more self-sufficiently in their community.

Through collaboration with local school systems, Easterseals can reach
students who have not made plans for employment, regardless of disability
status. The learning labs and Employment Readiness Academy will provide
basic knowledge of healthcare and hospitality industries, as well as
pre-employment assessment and skills training to these students. 

People with disabilities are an underutilized segment of the labor pool.
Skills-based training tailored to individual abilities and interests will create a
pool of qualified job candidates for local employers. Building a diverse,
inclusive workforce contributes to the city's reputation as a caring,
welcoming community for all.

What is the project/program timeline? Three years (2022 - 2025) 

List the partners involved in this
project/program.

- Parkview Health 
- Cameron Hospital
- Ivy Tech
- Steuben County Economic Development Corporation
- Potawatomi Inn & Conference Center
- Trine University 
- Wingate Hotel

Project or Program Finances

What is the total amount of READI
program funds requested?

$348,787

Upload a file with project/program
finances.

https://www.formstack.com/admin/download/file/10985945088

https://www.formstack.com/admin/download/file/10985945088


What is the sustainability of the
project/program? Share your 3-year
plan.

Our sustainability plan includes year over year development, as well as
making smart use of Pre-ETS programs, vocational rehab waiver fees,
HBCS waiver fees, and service fees. 

Year 1: Develop Allen & Steuben Healthcare & Hospitality learning labs in
conjunction with pre-existing manufacturing education programs
Year 2: Add Whitley, LaGrange, and Kosciusko County Programs (to be
modeled closely after programs in Steuben & Allen; troubleshoot/refine
program procedures as needed)
Year 3: Add DeKalb & Marshall Counties (to be modeled after previous;
troubleshoot & refine program procedures as needed) 



Describe the return on investment for
this project/program. Easterseals RISE and the EDC are connecting with local school systems

and area businesses, working in concert with other collaborators and
partners to implement learning labs and educational programs. We will also
build trust with students and potential participants, so they can gain an
understanding of the program and its benefits. 

Long-term results will include thriving businesses with skilled, long-term
employees and employed residents with higher household income and a
greater commitment to the community. Businesses' investment in training
and sponsorship will result in a skilled workforce, which in turns helps those
businesses to grow.  

Because learning labs and other education resources impact both
employers and their candidate pool, program activities will focus on both
groups. In the past, regional employers have expressed concerns over a
lack of qualified job candidates, as well as somewhat detached
relationships with area schools. They also may not have considered
individuals with disabilities as potential employees. Students often leave
school uncertain about the future, while unemployed or underemployed
adults may not have the skills needed to obtain employment with long-term
prospects. These combined absences affect the well-being of the entire
community.

Easterseals' learning labs and employment readiness programs will provide
students and adults with marketable skills and connections to potential
employers. As a result of providing job training and employment support,
an estimated 83% of participants will complete the 10-week program, and
two thirds of those hired out of the program are projected to have
maintained employment six months after graduating. 
 
Program activities will focus on potential employers and employees.
Information on county's learning labs and employment readiness resources
will be disseminated through community outreach efforts by the program
staff. These efforts will be directed to the school systems as well as through
other community communication channels. Tracking interest will also help
to determine which types of outreach efforts are the most effective.

Outreach will also be provided to area employers, and their interest will
also be tracked over time. For example, program staff will record which
health and hospitality employers received outreach, and how many chose
to sponsor participants, along with the number of employers who hired out
of our program. Based on employer feedback, program staff can determine
if communication and employment strategies are working and if changes to
the program need to be made.

In order to ensure that our learning labs and educational resource
programs are inclusive, data regarding program participants who are
interested in, enroll in, and complete the program, will be tracked. Program



staff will also document and celebrate those who successfully obtain and
maintain employment. 



Project or Program Assets

Share an image of the project/program.
(Option 1)

https://www.formstack.com/admin/download/file/10985945091

Share an image of the project/program.
(Option 2)

https://www.formstack.com/admin/download/file/10985945092

Share an image of the project/program.
(Option 3)

https://www.formstack.com/admin/download/file/10985945093

https://www.formstack.com/admin/download/file/10985945091
https://www.formstack.com/admin/download/file/10985945092
https://www.formstack.com/admin/download/file/10985945093








Program Expenses Notes Year 1 Year 2 Year 3 Total
Personnel Costs

Regional Director 66% of salary and time (divided between 3 labs) $46,200 $46,200 $46,200 $138,600
County Coordinators - Allen and 
Steuben

one per county per lab; $18/hr, 30 hours/week; Year 
1 @ 100%; Year 2 @ 75%; Year 3 @ 50% $138,154 $103,615 $69,077 $310,846

County Coordinators - Kosciusko, 
Whitley and LaGrange

one per county per lab; $18/hr, 30 hours/week; Year 
2 @ 100%; Year3 @ 75% $207,230 $155,423 $362,653

County Coordinator - Marshall and 
Dekalb

one per county per lab; $18/hr, 30 hours/week; Year 
3 @ 100% $138,154 $138,154

Total Personnel: $184,354 $357,046 $408,853 $950,252

Direct Program Costs
Space development construction and rental costs $125,000 $75,000 $200,000
Equipment purchase customized for each lab $25,000 $75,000 $50,000 $150,000
Curricula customized for each community $15,000 $20,000 $15,000 $50,000

Instructional delivery - Allen and 
Steuben

$20000 per student, 12 students per session, 3 
sessions per year; Year 1 @ 100%; Year 2 @ 75%; 
Year 3 @ 50% $504,000 $378,000 $252,000 $1,134,000

Instructional delivery - Kosciusko, 
Whitley and LaGrange

$2000/student, 12 students/session, 3 
sessions/year; Year 2 @ 100%; Year 3 @ 75% $756,000 $567,000 $1,323,000

Instructional delivery - Marshall and 
Dekalb

$2000/student, 12 students/session, 3 
sessions/year; Year 3 @ 100% $504,000 $504,000

Total Direct Program Costs: $544,000 $1,354,000 $1,463,000 $3,361,000

Total Program Expenses $728,354 $1,711,046 $1,871,853 $4,311,252

Income Year 1 Year 2 Year 3 Total state funds:
Vocational Rehabilitation secured $138,154 $250,846 $262,653 $651,652 19.74%
Medicaid Waiver secured $59,534 $70,879 $130,413 local/private:
Sponsorships - Allen and Steuben pending; Year 1 @ 10%; 2 @ 25%; 3 @ 50% $50,400 $126,000 $252,000 $428,400 80.26%
Sponsorships - Kosciusko, Whitley 
and LaGrange pending; Year 1 @ 10%; 2 @ 25%; 3 @ 40% $75,600 $189,000 $264,600

Sponsorships - Marshall and Dekalb pending; Year 1 @ 10%; 2 @ 25%; 3 @ 40% $50,400 $50,400
Mary Cross Tippmann pending - operating support $17,000 $10,000 $10,000 $37,000
AWS Foundation pending - operating support $50,000 $50,000 $50,000 $150,000
Magee O'Connor Foundation pending - operating support $10,000 $10,000 $10,000 $30,000
Noecker pending - operating support $20,000 $20,000 $20,000 $60,000

$0
Fundraising events and donations pending $220,000 $420,000 $420,000 $1,060,000
Easterseals RISE agency support secured $100,000 $550,000 $450,000 $1,100,000

Total Income: $605,554 $1,571,980 $1,784,932 $3,962,466

Total income less expenses: -$122,800 -$139,066 -$86,921 -$348,787



Cost – Fiscal 
Year 2021

Cost – Fiscal 
Year 2022

Cost – Fiscal 
Year 2023

Cost – Fiscal 
Year 2024

Totals Per 
Category 

% of Total 
Expense

Acquisition/Rights-of-Way Expense  $                  -    $                  -    $                  -    $                 -   -$               0%
Design/Inspection Expense  $                  -    $                  -    $                  -    $                 -   -$               0%
Legal/Financial Expense  $                  -    $                  -    $                  -    $                 -   -$               0%
Infrastructure Construction Cost  $                  -    $                  -    $                  -    $                 -   -$               0%
Building Construction Cost  $                  -    $      125,000  $        75,000  $                 -   200,000$     100%
Other Construction Costs  $                  -    $                  -    $                  -    $                 -   -$               0%

 $                  -    $     125,000  $        75,000  $                 -   

Cost – Fiscal 
Year 2021

Cost – Fiscal 
Year 2022

Cost – Fiscal 
Year 2023

Cost – Fiscal 
Year 2024

Totals Per 
Category 

% of Total 
Expense

Regional Director  $        70,000  $        70,000  $        70,000  $                 -   210,000$     4%

County Coordinators - Allen and 
Steuben

 $      207,230  $      155,423  $      103,615  $                 -   

466,268$     8%

County Coordinators - Kosciusko, 
Whitley, LaGrange

 $                  -    $      310,846  $      233,134  $                 -   

543,980$     10%

County Coordinators - Marshall 
and Dekalb

 $                  -    $                  -    $      207,230  $                 -   

207,230$     4%

Equipment purchase  $        25,000  $      175,000  $      125,000  $                 -   325,000$     6%

Curricula  $        15,000  $        20,000  $        15,000  $                 -   50,000$        1%

Instructional delivery - Allen and 
Steuben

 $      648,000  $      486,000  $      324,000  $                 -   

1,458,000$  26%

Instructional delivery - Kosciusko, 
Whitley and LaGrange

 $                  -    $      972,000  $      729,000  $                 -   

1,701,000$  30%

Instructional delivery - Marshall 
and Dekalb

 $                  -    $                  -    $      648,000  $                 -   

648,000$     12%
 $     965,230  $ 2,189,269  $ 2,454,979  $                 -   

Cost – Fiscal 
Year 2021

Cost – Fiscal 
Year 2022

Cost – Fiscal 
Year 2023

Cost – Fiscal 
Year 2024

Totals Per 
Category 

% of Total 
Expense

READI  $      126,200  $      426,998  $      212,882  $                 -   766,080$     13%
Other Funds $  $      214,800  $      809,200  $  1,081,800  $                 -   2,105,800$  36%
Private/Philanthropic Funds $  $      417,000  $      710,000  $      660,000  $                 -   1,787,000$  31%
Local Government Funds $  $      207,230  $      368,070  $      575,298  $                 -   1,150,598$  20%

 $     965,230  $ 2,314,268  $ 2,529,980  $                 -    $ 5,809,478 

Project Cost/Budget – Programs (if applicable)

Project Cost/Budget – Construction Projects (if applicable)

Project Construction Expenses Totals per year

Description

Total Construction Expenses Project Cost                                                                                                         (all fiscal 
years)

construction and rental

 $                                                                                           200,000 

$3000/student, 12 students/session, 3 sessions/year 
per lab; Year 3 @ 100%

Project Program Expense Totals per year

one per county per lab; $18/hr, 30 hours/week; Year 
3 @ 100%
customized for each lab
customized for each community
$3000 per student, 12 students per session, 3 
sessions per year per lab; Year 1 @ 100%; Year 2 @ 
75%; Year 3 @ 50%

$3000/student, 12 students/session, 3 sessions/year 
per lab; Year 2 @ 100%; Year 3 @ 75%

Easterseals Workforce Development Initiative of Northern Indiana

 $                                                                                       5,609,478 

 $                                                                                 5,809,478.00 

Total Program Expenses Project Cost                                                                                                            (all fiscal 
years)

Total Project Income                                                                                                                                           (all fiscal years)

Sponsorships from local businesses; agency support

 $                                                                                 5,809,478.00 

Project Income Totals per year

Funding Source

one per county per lab; $18/hr, 30 hours/week; Year 
1 @ 100%; Year 2 @ 75%; Year 3 @ 50%

Total Project Cost                                                                                                                                                  (all fiscal years; 
Construction Expenses + Program Expenses) 

Description

foundation support, fundraising/donations

Description

Vocational Rehabilitation, Medicaid Waiver

one per county per lab; $18/hr, 30 hours/week; Year 
2 @ 100%; Year3 @ 75%


