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Allen County READI Proposal

Project or Program Contact Information
Project/Program Name

Heartland Sings - Arts Integrated Residency Expansion

Project/Program Contact

Philip Slane

Project/Program Contact Email

Phil@HeartlandSings.org

Project/Program Contact Phone

(260) 436-8080

Relationship to Project/Program

Heartland Sings' Director of Development

Project or Program Location
Address

2402 Lake Ave
Fort Wayne, IN 46805

County

Allen

Project or Program Details
What type of project/program?

Programming

What is the duration of the
project/program?

3 Years

Is this a hybrid project and program?

No

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

Grow the Workforce
Entrepreneurship & Innovation

Share a description of the
project/program.

Heartland Sings (Heartland) is the only professional vocal music
organization in the region, and one of the only vocal music organizations in
the country that offers full-time jobs to career vocal musicians. Back in
2017, Heartland developed a brand new educational outreach program that
we called an Arts Integrated Residency. The idea behind this program was
to use opera as a vehicle to help teach and reinforce 1st grade language
arts curriculum in a way that helped both students and Teachers to meet
state educational standards. This process is called "Arts Integration", and is
officially defined as an approach to teaching in which students construct
and demonstrate understanding through an art form. Students engage in a
creative process that bridges an art form and another subject area, meeting
evolving objectives in both respective areas.
Numerous studies have shown that students learn in a multitude of different
ways, which Arts Integration provides. By offering a program that allows
students to learn visually, aurally, and kinesthetically, students have a
better grasp of the information taught, which in turn facilitates greater
student achievement. Heartland's Arts Integrated Residencies also focus
on increasing student socialization through lessons that focus on a number
of 21st Century Skills that are vital in everyday life. These include creativity,
innovation, problem solving, critical thinking, communication, adaptability,
resilience, collaboration, and teamwork. Every lesson taught during the Arts
Integrated Residencies uses active participation and critical thinking to
create a deeper level of understanding for participating students.
In its current capacity, the Residency consists of two, 30-minute sessions a
week with each participating class. The first half of the year-long residency
is focused on using the medium of opera to teach 1st grade language arts
standards such as plot, setting, characters, details, and emotion. The
second half of the program year continues this work, but also applies the
knowledge that has been obtained by having each class create and
perform their own unique opera.
Over the last 4 years, we have seen significant growth in this program; a
testament to the value that both Teachers and Administrators see in the
Residency and its results. We started with a total of 6 classes during the
17-18 school year, and have expanded to 13 classes during the most
recent 20-21 school year; the most that we've ever had, and all in the midst
of a pandemic. The full-time Artists that Heartland employs currently split
their time between performance and education, so there are significant
limitations to how much further the program can expand. This is why we
would like to hire at least two additional, dedicated teams of Artists whose
primary focus will be education. An expansion that will significantly increase
the number of classes that can be taught, and the number of students
impacted each year.

Why is this project/program regionally
significant?

Education is undoubtedly one of the most significant factors when it comes
to a region's desirability, both when attracting new residents and retaining
existing ones. The Arts Integrated Residency program has a significant
amount of impact on educational quality in participating schools. In a
survey that was conducted this past year, participating Teachers gave an
average rating of 9.1 out of 10 when it came to the content of the program,
as well as unanimously agreeing that the program is effective in meeting
their own teaching goals, and in helping them and their students to meet
state educational standards.
To provide the most impact with the program in its limited capacity over the
last 4 years, Heartland has prioritized providing the Arts Integrated
Residency program to schools that primarily serve minority and low income
families. While an expansion of the program would ideally still focus on
impacting those communities, it would also allow the program to expand to
schools in other parts of Allen county and Northeast Indiana. That kind of
expansion, combined with the right mix of marketing and promotion to
families who are considering relocation to Northeast Indiana, could play a
significant role in encouraging new families to make Fort Wayne their
home, as well as encouraging families who already live in the region to stay
here.
Studies have shown that a more comprehensive arts education plays a
significant role in the future development and success of our young people.
For example, students who begin singing in some fashion by at least the
3rd grade learn to communicate better and subsequently test better.
Singers are also four times more likely to succeed than those who do not.
The experience of singing empowers young people to find their greater
selves, and helps to develop a strong sense of community, thus building
better citizens who naturally experience greater success as adults.
Heartland Sings firmly believes that programs of this nature are an
investment into the cultural health of our society. Those with singing
experience are known to be the community's most dynamic and creative
thinkers, and among the best and brightest of the community's civic
leaders, philanthropists, and volunteers. We have also found that
experiencing song, whether singing or listening, helps to create a higher
quality of life for citizens of all ages, enhancing their emotional, physical,
and spiritual health.
The regional significance of this program is two-fold. It helps to create a
better quality of living for the individuals and families that currently call
Northeast Indiana their home, and it helps to develop our young people into
more productive and successful members of society, with a greater
appreciation for the value of the arts within the community.

How does this project/program relate to As mentioned above, Heartland feels very strongly that programs of this
the identified focus area(s)?
nature contribute significantly to the quality of life here in Northeast Indiana;
a factor that ultimately plays a role in population retention and growth, and
the development of young people into productive and successful future
members of society. The program also develops a stronger appreciation for
the arts in participating students, which ultimately leads to a more vibrant
and dynamic artistic community throughout the region.
However, the expansion of the Arts Integrated Residency program would
also create new jobs that would allow us to bring even more talented
individuals to the Northeast Indiana region. Heartland currently provides
full-time opportunities for five Principal Vocal Artists. The proposed
expansion of the Arts Integrated Residency program would yield 7 new
full-time jobs in the first two years, and an additional 3 full-time jobs in the
third year, for a total of 10 new jobs for highly talented Artists. By having
these new Artists focus the majority of their time on education, it also
allows the Principal Vocal Artists that we currently employ to refocus their
time on performance, creating more opportunities for everyone in the
community to experience vocal music and the benefits that it brings.

What is the project/program timeline?

If our program is approved and funding is awarded in December of 2021,
Heartland would immediately begin the search for the 6 Teaching Artists
and Director of Education that would comprise the first wave of expansion
for the Arts Integrated Residency program. At the same time, we would
begin having conversations with participating school districts about
expanding the program to include more schools and classrooms. School
districts that already participate in the program (Fort Wayne Community
Schools and East Allen County Schools) have already expressed an
interest in expanding the program when capacity becomes available, but it
would also open us up to potentially expand the program into the
Southwest Allen County and Northwest Allen County school districts.
Since there have been significant limitations to our ability to interact
in-person with students during the previous school year as a result of the
ongoing COVID-19 pandemic, Heartland had to find new and creative ways
to continue the program this past year. This included remote, live, virtual
interactions with classes via Zoom, and the creation of supplementary
materials and resources that Teachers could use to help reinforce
language arts concepts that are currently being taught outside of normal
Residency class times. While this change presented both challenges and
successes, it ultimately yielded the realization that Heartland could
increase the capacity of a single team of Artists by an estimated 60% if we
adopted a hybrid model of both in-person and virtual teaching. As such, the
first year of the program would also see the build out of one of our existing
office spaces into a Virtual Class Studio where our Artists could remotely
interact with participating classrooms, and create even more
supplementary materials and resources for Teachers to utilize throughout
the program year.
Year two would see a continuation with the existing teams of Teaching
Artists, with both income from other funding sources and the number of
participating schools expanding.
Finally, year three would include the hiring of a third team of Teaching
Artists that will allow us to expand the program even further, while again
continuing to grow active sources of funding for future program years. It is
our hope that as the program expands, subsequent teams of Teaching
Artists can continue to be added as a way to continue building capacity as
demand and funding allow.

List the partners involved in this
project/program.

The partners involved with this program would include Heartland Sings and
our teams of Teaching Artists, East Allen County Schools, Fort Wayne
Community Schools, and any other school districts that would like to see a
version of the Arts Integrated Residency added to their own 1st grade
classrooms once capacity for expansion has been added. Other partners
would include Heartland Sings' donors and sponsors, such as Sweetwater,
which currently makes an annual contribution of $10,000 towards the cost
of the Arts Integrated Residency program. However, our plan is to develop
additional community support from other sponsors as the program grows
over the course of the proposed three year expansion. We feel very
confident that the increased reach and impact, as well as continued
advocacy from both Teachers and Administrators as it relates to the
program's effectiveness, will make the Residency an even more appealing
option for local individuals and businesses that are looking to support
worthwhile causes.
Heartland also receives an annual gift of $10,000 from the Edward D. &
Ione Auer Foundation to support the Arts Integrated Residency program.
Since the Auer Foundation has set a sunset date and is planning to
dissolve at the end of 2021, we are currently in conversation with the
foundation about providing a final gift to Heartland that would help to
support multiple future years of the program. Similar to our expectation
where sponsors are concerned, we also feel confident that as the program
and its impact expands, our ability to develop foundation and grant funding
from private, regional, state, and federal sources will expand in tandem.

Project or Program Finances
What is the total amount of READI
program funds requested?

$750,000

Upload a file with project/program
finances.

https://www.formstack.com/admin/download/file/10991900985

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

As detailed in our program budget, and as mentioned in other parts of this
proposal, our expectation is that as the program expands, so too will
funding from philanthropic sources such as donors, sponsors, and
foundations. It should also be noted that participating schools do already
make significant financial contributions because of the overall value that
they see in the program and the results that it yields. While it's unlikely that
schools will ever be able to bear the entire cost of the program, we do feel
that participating schools must express some sort of buy-in, and maintain a
responsibility to cover some of the program expenses from their own
budgets. As such, we have every reason to believe that as the program
expands to more schools, so too will the amount of funding that we receive
from participating schools.
As you can see in our program budget, we plan to spend most, if not all of
the funds received from the READI program in the first three years of this
expansion, which would leave a budget deficit of at least $200,000 in the
fourth year of the program, FY2025. While we feel that our projections for
income in this budget are fairly conservative, it is also our intent to spend
the first three years of expansion cultivating a restricted "Education
Expansion Fund" that will be able to provide ongoing annual support for the
program until it reaches self-sufficiency.
Heartland has significant past experience and a successful track record
with large scale expansion projects that occur as a result of significant,
one-time investments. In the summer of 2014, Heartland was presented
with a significant investment from a donor that allowed us to hire our initial
team of full-time Principal Vocal Artists in a way that guaranteed funding for
at least 5 years. The donated funds from that investor ultimately went into a
restricted account that we have referred to as the "Taking it Up an Octave
Fund''; a tongue-in-cheek musical reference that acknowledges the
purpose of that fund for past and future investments into the organization
that would "take us up an octave". This fund can only be drawn from with a
vote of approval from our Board of Directors. Even now, 6 years after the
initial donor investment was made, that restricted fund continues to be
available to us to supplement annual general operating expenses
whenever needed, and we have every reason to expect that it will still be
available to us as a resource for at least the next 4 years. While the fund
has lasted longer than we initially projected, the remaining funds would not
be able to support both our continued Artistic expansion and this planned
Education expansion. Hence our request for funding from the READI
program to initially support this expansion in a similar manner to our Artistic
expansion 6 years ago.
Just for reference, the infusion of capital that was placed into the "Taking it
Up an Octave Fund" has done exactly what we expected it to do. Over the
last 6 years, the increase in our annual income has significantly outpaced
the increase in annual expenses. Between FY15/16 and FY20/21, our
expenses have increased by 34%, which is to be expected since that time
frame included the hiring of several new, full-time staff members. During
that same 6 year period, our annual income has increased by 60.2%,

proving that we were able to leverage a significant single investment to
grow our annual income at a rate well beyond the increase in expenses
that have occurred within the same time period. This perfectly illustrates
our plan for program sustainability, and why we believe that a significant
investment from the READI program to expand the Arts Integrated
Residency will yield new jobs and increased impact on schools and
students in Allen county, and put the program on a path towards
self-sufficiency.

Describe the return on investment for
this project/program.

The measurable return on investment for this program is two-fold, focusing
on job creation and student impact. If the program is fully funded, it would
deliver a minimum of 10 new full-time jobs, attracting new and talented
Artists to the Northeast Indiana region.
This initial 3-year investment would also yield a significantly higher impact
on the number of classes and students that participate in the program. With
our current Artists splitting their time between performance and education,
the most classes that our current team of Artists have been able to manage
has been 6-7 a year, for a total of 13 classes in the most recent school
year. Since each class consists of approximately 24 students, that gives us
a current impact of 312 individual students per year.
If we were to focus one full-time team of Teaching Artists on just the Arts
Integrated Residency program in its current in-person format, we estimate
that a single team could maintain responsibility for at least 10 separate
classes. However, as this past year has shown us, if we were to switch the
program over to a hybrid mix of in-person and digital interactions, we feel
confident that a single team could maintain responsibility for at least 16
separate classes.
If the program were to expand to include two separate, full-time teams, that
would give us a maximum capacity of at least 32 classes for the first two
years, with an increase to 48 in the third year assuming we would bring on
a third team as planned. Assuming the average number of students per
class stays consistent at 24, that would take us from 312 individual
students impacted per year to a total of 1,152 individual students in the final
year of the expansion, which would be the 24-25 school year; a 262%
increase over three years.

Project or Program Assets
Share an image of the project/program.
(Option 1)

https://www.formstack.com/admin/download/file/10991900988

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

https://www.formstack.com/admin/download/file/10991900989

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

https://www.formstack.com/admin/download/file/10991900990

If you would like to share more images
or assets, please share a link to the
material here.

https://drive.google.com/file/d/1G0yZhSnNF_STfRy1TmNV9OiQBukHRjfN/
view?usp=sharing

Project Cost/Budget – Construction Projects (if applicable)
Description

Cost – Fiscal Year 2021
$
$
$
$
$
$
$

Cost – Fiscal Year 2022
$
$
$
$
$
$

Cost – Fiscal Year 2021
$0
$0
$0
$0
$0
Total Project Cost $1,016,000

Cost – Fiscal Year 2022
$120,000
$60,000
$28,000
$100,000
$50,000

Cost – Fiscal Year 2021
$0
$0
$0
Total Project Cost $1,016,000

Cost – Fiscal Year 2022
$28,000
$300,000
$30,000

Acquisition/Rights-of-Way Expense
Design/Inspection Expense
Legal/Financial Expense
Infrastructure Construction Cost
Building Construction Cost
Other Construction Costs

Total Project Cost

Cost – Fiscal Year 2023
$
$
$
$
$
$

Cost – Fiscal Year 2024
$
$
$
$
$
$

Cost – Fiscal Year 2023
$130,000
$65,000
$30,000
$0
$40,000

Cost – Fiscal Year 2024
$200,000
$100,000
$33,000
$0
$60,000

Cost – Fiscal Year 2023
$45,000
$180,000
$40,000

Cost – Fiscal Year 2024
$68,000
$270,000
$55,000

Project Cost/Budget – Programs (if applicable)
Description

Full-time Teaching Artists (Vocalists) (4 for 2 years, 6 for 1 year)
Full-time Teaching Artist (Pianist) (2 for 2 years, 3 for 1 year)
Director of Education (Pro-rated potion of Salary)
Build Out of Virtual Class Studio
Recruitment/Training/Travel/Supplies/Micellanous Expenses

Funding Source
Description

Private Donors/Philanthropic Funds $
READI Funds $
School District Funds $

0

