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READI Program Proposals
Have you consulted with the local
economic development office in the
county in which the project or program
is located?

Yes

Project or Program Contact Information
Project/Program Name

Northeast Indiana Higher-Ed Research Consortium Connector (HERCC)

Project/Program Contact

Mike Fritsch

Project/Program Contact Email

mfritsch@niic.net

Project/Program Contact Phone

(260) 450-0921

Relationship to Project/Program

one of the project/program implementation partners

Project or Program Location
Address

3201 Stellhorn Rd
Fort Wayne, IN 46815

County

Northeast Indiana

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.

Background
The Northeast Indiana Colleges and Universities Network (Network) was
created several years ago as a consortium of 10 two- and four-year public
and private institutions. To date, the Network has started working on areas
of advanced collaboration and has created a good working relationship.
Now it is time to make a big difference.
Our Project/Program is the "Northeast Indiana Higher-Ed Research
Consortium Connector" (HERCC). HERCC is a NE Indiana Higher-Ed
collaboration of research, resources, and ideas to connect the expertise of
our colleges and universities to industry and to provide students of all
institutions with hands-on learning experiences that will benefit our
communities and beyond.
Mission
Our core mission is to connect the research, capabilities, needs, and ideas
of NE Indiana Companies and Markets to our Higher-Ed consortium of
people, research, resources, tools and ideas for the purpose of ideation,
research development, commercialization, funding, and capacity building to
benefit the communities of NE Indiana, and the world.
Strategies
• House the organization in a neutral space (The Northeast Indiana
Innovation Center, aka NIIC) ideally suited for innovation and networking
• Create a part of the organization that is focused on the structure and
processes for higher-ed and industry collaboration.
• Create separate units of the organization that are focused on specific
market-driven areas of focus. Start with one area: Digital/Virtual Health due
to its importance and workforce needs in NE Indiana and relevance across
most of the 10 in the higher-ed consortium.(All Universities have various
Life Sciences degree programs)
Implementation
• Start doing work immediately with several modular offices in the NIIC.
Buildout to make into Office/Research Lab.
• Populate University/College Advisory board to advise overall strategy and
operations.
• Create a governance board
• Satellite office in Electric Works when space is available. Work with
Parkview User Experience lab in user experience and supporting data
science.
• Major tactics/tasks of the Consortium:
o Create an architecture and process for university/college and industry
collaboration. Involve Economic Development and Industry community
o Consortium Connector would actively search out industry needs and
projects first and then look for combinations of other resources (industry or
university/college) to create a "project solution"
o Consortium Connector would also work with stakeholders to tie in funding
options and assist in going after capital.

o Create a research and investment fund to seed great ideas and move
them forward
o Implementing world-class marketing and awareness campaigns will be an
important component of success
o First Project: To kick off the Digital/Virtual Health Connector, an initial
project is being envisioned to solve the problem of remote monitoring at
nursing homes. This project involved

Why is this project/program regionally
significant?

The health and vibrance of your educational ecosystem is a huge driver of
a community's success. In higher education, the business community is
even more involved with Workforce and Economic Development
implications across the board.
Drivers: Current Issues and Opportunities
• Demographic changes have led to declining enrollments and lower
revenues for higher-ed and less extramural funding. What would be a way
to make our draw and keep more students and faculty while being a
revenue generator?
• The pandemic has created new ways of working and collaborating:
Higher-ed and industry must adjust their modes of operation to react and
take advantage of the newer distributed/networked world. How can we
change our way of working together to be ahead of the curve instead of
behind it?
• The 10 higher-ed institutions in NE Indiana are all primarily teaching
institutions but with faculty with research ability and expertise and centers
of specialization. How can we work together to leverage that?
The NIIC was brought in for several reasons:
• They drive innovation and the creation of value every day in NE Indiana.
• They have a network of collaborators across every county in the region to
drive benefits even to the counties where one of the Universities/Colleges
are not located.
• They are expert at bringing capital to the table to make projects go and
grow
• The NIIC represents a neutral space for University Collaboration and has
a proven track record of successful commercialization of start-ups.
Differentiators
• Third-party management entity eliminates higher-ed potential bias and
puts the total attention on collaboration
• Projects are driven from industry needs and opportunities rather than
higher-ed research specializations which mean a higher likelihood of
commercialization and success.
• Funding and personnel are focused on making high-value things happen.
• Direct connections into the communities across NE Indiana has benefits
from many angles.
The bottom line is that this Project/Program will drive high paying jobs and
economic growth across all the counties in NE Indiana and contribute to a
healthier Higher-education ecosystem and communities that feel better
about themselves, with citizens that are more likely to stay here.

How does this project/program relate to This project/program is squarely focused on regional economic
the identified focus area(s)?
development imperatives: Growing the Workforce and Entrepreneurship &
Innovation. With one of the world's top Entrepreneurial Service
Organizations (The NIIC) as the coordinating entity, that focus will remain
there.
Grow the Workforce
• Educate students that are more connected to NE Indiana industry and
motivated to stay here.
• Create a better image of NE Indiana as a place where "smart,
leading-edge" things get done, not just manufacturing. This is a draw for
both students and companies.
Entrepreneurship & Innovation
• Creates a mechanism by which real products with a real need get built
with connections to leading edge Higher-ed tech, with a company partner to
commercialize it.
• Fills the pipeline with more students that get exposed to entrepreneurial
activity
• Provides a channel for higher-ed tech and IP to be commercialized and
create value and jobs for NE Indiana.
What is the project/program timeline?

The project/program timeline shows a 3 Year total schedule to allow time to
create revenue streams to be sustainable. It includes an 3-phase office/lab
plan to plan for
• First Month - Project Planning & Hiring
• Initially, operate out of NIIC current modular office/lab space
• Phase-2 Office-to-Research-Area Buildout over 6 months (includes
planning and buildout)
• Concentrate on University/College collaboration process first
• At the same time, start planning for digital health hiring and first projects
• Target startup of Digital Health first project after 4 months.
• Start of new research lab based on funding timing (estimated 1 year).

List the partners involved in this
project/program.

As this program is creating a consortium/network, it will, by nature include
many partners and participants throughout the lifetime of the project.
Initially, the following organizations are envisioned for the program startup
through implementation of the first Virtual Health project.
Northeast Indiana Higher-Ed Research Consortium Connector
• Grace College; Huntington University; Indiana Tech; Indiana University
Fort Wayne; Indiana Wesleyan University; Ivy Tech Fort Wayne;
Manchester University; Purdue University Fort Wayne; Trine University;
University of Saint Francis.
• The Northeast Indiana Innovation Center (NIIC)
• Northeast Indiana Regional Partnership
Digital/Virtual Health Connector
• The Northeast Indiana Innovation Center, Inc.
• Parkview Mirro Center for Research and Innovation
• NIIC Connected Health Lab
• Northeast Indiana Elevate Ventures and Boomerang Venture Studio
Digital/Virtual Health Project Partners (Examples)
• Various digital health supplier companies (Teladoc and American Well)
• Various healthcare systems in the area (IU Health, Parkview Health
System, Lutheran Health Network)
• Various Health-related organizations (Physician Health Plan, Signature
Care))
• Various virtual health technology user organizations (Aging & In-home
Services of Northeast Indiana and nursing care facilities as well as Health
Systems and independent Health Care practices)

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

$1,947,889

Upload a file with project/program
finances.

https://www.formstack.com/admin/download/file/10991222458

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

By the end of the three-year program schedule, HERCC will be totally
sustainable based on the following income sources. It is envisioned that
any potential excess income will go back into the Collaborative Research
Fund or to buy more advanced equipment as needed.
• Supported by READI grant for the first three years.
• Also go after philanthropic capital or other grant funding to jump start
University/College involvement with a first-of-its-kind Collaborative research
facility.
• Shift to a joint membership fee/shared cost model to ensure sustainability.
Member-institutions will contribute a fixed membership fee, specific to each
institution and based on agreed upon criteria including enrollment, overall
budget, participation in Network activities, revenue realized from Network
activities...etc., to sustain the basic operations of the Network.
• Project Fees will provide substantial income opportunities.
• Additional program funding will be sought from employer sponsorships,
foundations and other philanthropic funders.

Describe the return on investment for
this project/program.

The ROI of this program is difficult to calculate because it is very
multi-faceted. ROI numbers will be calculated over the next several weeks
with the assistance of regional economic development partners.
From a qualitative standpoint, the impact is described in the list below.
Value Propositions / Impact
• Regional focus: Dedicated to the strategic needs of NE Indiana and
Higher-Ed
• Better solutions via cross-coupling of ideas and expertise
• Cost savings across higher-ed from common use of personnel and
facilities
• Higher-Ed research directed at real-world problems, and connected to
commercialization paths and partners.
• Funding attraction - from traditional research and venture sources
• Capacity building - for Higher-Ed, students, and industry
• Student attraction and retention via meaningful engagements and higher
quality education experiences
• A blueprint for NE IN Higher-Ed Collaboration in other areas. HERCC will
be a source of greater administrative/logistical cooperation between
universities, help achieve economies of scale and increase institutional
sustainability. It would have economic impact among constituent members.

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

https://www.formstack.com/admin/download/file/10991222461

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

https://www.formstack.com/admin/download/file/10991222462

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

https://www.formstack.com/admin/download/file/10991222463

NE Indiana RDA & 1st Maker Space
Partnership Proposal

Community Makerspaces
• Opportunity to impact all regions
• Making benefits all three pillars of the READI
initiative:
1. Quality of Place and Life Revitalize vacant space
2. Entrepreneurship Fertile place for new businesses
3. Innovation New technologies for all to access
4. Talent Acquisition Attract new individuals to the
region and retain current entrepreneurs

Indiana of 2030
• What will the workforce look like?
• What skills will be valued by employers?
• Who will lead the world in creating technology and
problem solving?
• Are o r b ine e , emplo ee , and
den
robo proof ?

What is a Makerspace?
A collaborative workspace inside a school library, or
separate public/private facility for making, learning,
exploring and sharing that uses high tech to no tech
tools.

A community makerspace is a facility which encourages workforce
development, entrepreneurship and collaboration.

Indiana IoT Lab
Headquarters of 1st Maker Space & Coworking Space

The Pantheon Theater in Vincennes, Indiana
Coworking Space with a Makerspace In Development

Shepherd Community Center
East Side of Indianapolis
Makerspace Opening 2021

Oldenburg Academy Makerspace
Oldenburg, Indiana
Opened August 2020

Indian Creek Elementary School Makerspace
Opened August 2019

Makerspaces benefit resurgent and
growing communities
• Making is for all citizens
• Fosters workforce skill improvement
• Infrastructure for coworking spaces
• Spawns innovation

We are the Makerspace Experts
•
•
•
•
•
•
•

Consult, design, and install
Standard and custom furniture
Equipment and Tools
STEM and Maker Kits
Computer Science and Robotics
Long-Term Customer Support and Maintenance
Professional Development and Curriculum

1st Maker Space Partnership
Value Proposition
• Provide depth of knowledge to architecture team on
makerspace facilities
• Makerspace supports new and redeveloped facilities
• Provide unique space to spawn creativity, innovation,
and entrepreneurship in community
• Facilitate planning and organizational structure for
makerspaces in 10 county region

When entrepreneurs and
businesses win, we all win!
Le
k ge he
bi g
technology resources back to NE
Indiana.

Contact Information:
Mary Rinehart · mary@1stmakerspace.com
Gary Roberson · gary@1stmakerspace.com
317-399-5001

Northeastern Indiana Community Makerspace Proposal and Vision
Promoting Entrepreneurship, Innovation and Economic Development Across the Northeastern
Indiana Region
July 15, 2021
DESCRIPTION OF THE PROJECT
Over the past ten years, a quiet revolution has been underway. The revolution is taking place in
large & small communities, revitalized downtowns, trend-setting schools, and reimagined
libraries. It is about building, creating, and making. It is called the maker movement, and it has
changed the way that everyday people access tools and equipment across the world.
Communities have taken note of this unique way to spur economic development and
retain/acquire talent. They are investing in the future . . . in makerspaces, fab labs, and
innovation centers. Where vacant buildings or old warehouses used to exist, makerspaces have
brought new life to downtowns, suburbs, and rural areas alike.
1st Maker Space is proposing a maker network in the Northeast Indiana Region to spur
economic development and talent acquisition. These 11 makerspaces one in each county
will serve as hubs for creativity, new business startups, and mentorship alike.
A makerspace is an environment in which people with shared interests, especially in computing
or technology, can gather to work on projects while sharing ideas, equipment, and knowledge.
These spaces will be a magnet for entrepreneurship, citizens of all ages, and offer shared
access to high tech machinery and equipment. This project will go through extensive community
input and planning to ensure that it meets the needs of the local community. It will build on local
momentum, including the makerspaces at TekVenture and the Allen County Library, to expand
these makerspaces and create new makerspaces in identified areas.
Each makerspace will be unique to the county it resides in and have a local maker manager to
run the day-to-day operations as well as nurture ongoing partnerships to connect it to the rest of
the county. Every makerspace will have a baseline of tools and equipment, but the specific
goals of each space will depend on the outcomes of planning and input as the space evolves to
ensure that it meets the needs of the citizens and companies that reside within that area.
The Northeast Indiana Maker Network (potential name) will support a makerspace within each
county as well as Tinker Trailers® for ongoing outreach to schools and community
organizations. The planning, outreach, development, installation, and ongoing support of each
space will be provided by the team at 1st Maker Space.

NE Indiana Community Makerspace Proposal
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We propose that this project take place in five phases:
1.
Phase I: Consultation and Needs Assessment
2.
Phase II: Facilities Identification (real estate and architecture planning)
3.
Phase III: Makerspace Build-out Proposal
4.
Phase IV: Makerspace Implementation and Training
5.
Phase V: Sustainability and Strategic Plan Development
This project would take place over the next 4-5 years to ensure that the makerspace developed
is sustainable and meets the needs of the local community. This project is being proposed and
facilitated by 1st Maker Space in conjunction with local partners. 1st Maker Space is dedicated to
designing, building, and sustaining makerspaces in K-12 schools and communities. We are
passionate about bringing the maker movement to new places and we look forward to working
with the NE Indiana Team to expand the maker movement in Northeastern Indiana.
PROJECT JUSTIFICATION
Research and workforce development data supports the need for makerspaces. In his book
Makers: The New Industrial Revolution, Ch i A de
i e h
da e e e e i
very different from a startup fifteen years ago. Entrepreneurs now have access to open-source
design and 3D printing, making manufacturing accessible to anyone with a computer. Instead of
investing hundreds of thousands of dollars in equipment and operational expenses,
entrepreneurs can now start a business with almost no capital and turn their dream into reality.
For example, there is a makerspace within the Indiana IoT Lab in Fishers, a coworking space.
The makerspace at the IoT Lab gives entrepreneurs access to design workstations, laser
cutters, 3D printers, woodworking equipment, and electronics equipment. This access, along
with the proper training and support, allows entrepreneurs to combine hardware and software by
creating Minimum Viable Products to demonstrate Proof of Concept inventions. Without this
local access, small startups would be forced to use costly (and possibly distant) manufacturing
facilities or engineering firms to develop prototypes, and many products would never get off the
ground. Taking the proof of concept to mass production reduces product development costs by
80%. A makerspace democratizes access to fabrication equipment, allowing entrepreneurs to
create their own prototypes, produce small lots and scale processes for finished products inhouse as well as share ideas and partner with each other.
The Northeastern Indiana region has previously funded projects that help startup businesses
grow, including the Fort Wayne Enterprise Center. This maker network proposal would build on
that momentum to bring a variety of tools and resources to any existing coworking spaces.
Northeastern Indiana also has community makerspaces in existence called TekVenture and
small makerspaces at branches of the Allen County Library. This plan is also compatible with
the economic development section of the Plan it! Allen Development Plan. Additionally, 1st
Maker Space has educational makerspaces in operation at Weisser Park Elementary, Southern
Wells Community Schools, Belmont Hight School, and South Adams Elementary and Middle
School. While we have an established K-12 presence throughout the Northeast region and are
certainly open to expanding that, this proposal focuses on expanding community-centered
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makerspaces to provide access to technological tools and collaborative spaces for working
professionals throughout the region.
HOW DOES THIS PROJECT RELATE TO THE IDENTIFIED FOCUS AREAS?
A network of makerspaces in Northeastern Indiana relates to all three of the READI Project
Goals. First, a network of makerspaces would revitalize a vacant space and bring quality of
place and life to a local community. Second, it brings both entrepreneurship and innovation to a
community through the democratization of tools and high-tech equipment, encouraging the
growth of new businesses within the region. Finally, makerspaces both attract and develop
highly desirable talent. The space attracts individuals interested in making and creates a
community of collaboration and mentorship while also developing the talents of the members.
Makerspaces can be a catalyst for economic development. Makerspaces contribute to
economic development in four ways: (1) Creating a cultural change and encouraging
entrepreneurship in the community, (2) Supporting small business growth through the provision
of services, (3) Providing workforce training and opportunities to work where they live, and (4)
Increasing talent retention. Makerspaces are not a stand-alone solution to the economic needs
of any city or region, but rather, they are active components of the region's business ecosystem
that multiply forward momentum.
TIMELINE
1st Maker Space recommends that this project be implemented in five phases to ensure that the
makerspaces that are developed meet the needs of the local community.
Phase I would include consultation and needs assessment. During this time, local stakeholders
would be gathered and needs assessment would be conducted. Local outreach would gather
resources and identify targets for the makerspace location, partnerships, and programming
opportunities that would build on current momentum.
Phase II would begin in June of 2022 and be focused on finding a vacant space to develop.
Real estate development and architectural plans would be the focus of this phase. The cost of
this phase is highly variable and will depend on the sites being considered.
Phase III would commence the development of the makerspace proposal where tools,
equipment and furniture would be considered for implementation. It would also include the
development of a Tinker Trailer that would serve as a mobile makerspace to take making into
the community and to local schools.
Pha e IV
d be he ea f he
jec a d i c de he i
e e ai
f he
(installation of equipment and furniture) and hiring of a local maker manager.

ake

ace

Finally, Phase V, targeted for June of 2024, would include the development of a sustainability
and strategic plan for the maker network for long-term success.
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Phase I: Consultation
and Needs Assessment

Phase V: Sustainability
and Strategic Plan
Development
January 2024

Phase III: Makerspace
Proposal

Begins November
2021

March 2023

Phase II: Facilities
Identification (real
estate and
architecture planning)
Begins June 2022

Phase IV: Makerspace
Implementation and
Training
August 2023

SUSTAINABILITY
The goal is to create individual makerspaces that belong to a larger network of makerspaces
within the region that share both ideas and physical resources. These spaces would operate
under one non-profit umbrella, a local 501(c)(3), and be completely self-funding through
membership dues and grants. A network of self-sustaining makerspaces is the main goal of this
project.
1st Maker Space has worked with other community makerspaces to create a self-sustaining
organization that has the tools, equipment, and training needed to thrive. They include: 16 Tech,
the Maker Playground at Hub and Spoke, Fishers IoT Lab, Boys and Girls Club of Lawrence
County, Club Cyberia, and the Pantheon.
RETURN ON INVESTMENT:
There are many potential returns on the investment for a network of makerspaces. This includes
new businesses formed, new patents for products, and increased tax revenue because of the
entrepreneurship investment in the region. In Fishers, the creation of the Fishers
Entrepreneurship Center and Tech Park enabled the creation of 7,071 high-paying jobs with
$904M+ in investment (Fishers City Website, 2021).
Increased economic activity, in-migration of talent, business climate improvements and shared
prosperity are just a few of the outcomes other communities which have invested in
makerspaces have experienced.
We look forward to continuing to work with the Northeastern Indiana Regional Partnership to
develop a culture of innovation and making!
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Northeast Indiana Higher-Ed Research Consortium Connector (HERCC)
Project Cost/Budget – Construction Projects (if applicable)
Description

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

Cost – Fiscal
Year 2021
$
$
-

Cost – Fiscal
Year 2022
$
$
275,000

Cost – Fiscal
Year 2023
$
$
-

$
$
$
$

-

$
$
$
$

$
- $
$
- $
$ 2,750,000 $
$
- $

-

Project Construction Expenses Totals per year $

-

$ 3,125,000 $ 2,750,000 $

-

Land under long-term lease by NIIC (owned by Purdue
Foundation)
Rough
Estimte
Assume using university resources
Infrastrucutre already built out
New Building on NIIC campus
Interim space in the NIIC during construction

2,750,000
100,000

Cost – Fiscal
Year 2024
$
$
-

Total Construction Expenses Project Cost $

Totals Per
Category
$
$

% of Total
Expense
-

0%

275,000

$

-

$

-

5%
0%
0%

$

5,500,000

94%

$

100,000

2%

5,875,000

(all fiscal years)

Project Cost/Budget – Programs (if applicable)
Personnel
Research Fund
Marketing
Lease (NIIC)
Lease (Electric Works)
Operating Costs (General)
Travel
NIIC Management Contract
NEIRMP Management Contract
Digitial Health Center Contract
Office / Lab Buildout
Lab Equipment
University/College Equip

Description

% of Total
Cost – Fiscal Cost – Fiscal
Cost – Fiscal Cost – Fiscal Totals Per
Category
Expense
Year 2021 Year 2022
Year 2023
Year 2024
$
- $
652,748 $
868,008 $ 868,008 $ 2,388,764

To seed medical research projects
promoting the center
For initial medical research space
For additional medical informatics reseach

$
$
$
$

-

$
$
$
$

150,000
100,000
72,000
-

$
$
$
$

250,000
100,000
72,000
18,000

$
$
$
$

350,000
100,000
72,000
36,000

$

750,000

14%

$

300,000

6%

$

216,000

4%

$

54,000

1%

$
$
$
$
$
$

-

$
$
$
$
$
$

30,000
24,000
50,000
24,000
200,000
-

$
$
$
$
$
$

30,000
24,000
50,000
24,000
200,000
100,000

$
$
$
$
$
$

30,000
24,000
50,000
24,000
200,000
-

$

90,000

2%

$

72,000

1%

$

150,000

3%

$

72,000

1%

$

600,000

11%

$

100,000

2%

$
$
$

-

$
$
$

250,000 $
- $
- $

$

250,000

5%

$

400,000

7%

$
Project Program Expense Totals per year $
Total Program Expenses Project Cost $

-

$
- $
- $
$ 1,552,748 $ 2,136,008 $ 1,754,008
5,442,764

Manage the medical research center
Manage the university collaboration center
Contract with expert medical research staff as
furninshings/ benches, etc
For use in intial NIIC space - Medical reseach
For use in new building - Medical research

- $
400,000 $
- $

-

$

-

44%

0%
0%

(all fiscal years)

Funding Source
Description

READI
Other Funds $
Private/Philanthropic Funds $
Local Government Funds $

Cost – Fiscal
Year 2021
$
Universities and NIIC
$
Lilly (have already talked to them about this concept)
$
$
Project Income Totals per year $
-

Total Project Income

Cost – Fiscal
Year 2023
$
505,004
$
781,004
$ 3,600,000
$
$ 4,886,008

Cost – Fiscal
Year 2024
$ 156,004
$ 398,004
$ 1,200,000
$
$ 1,754,008

$

11,317,764

(all $
fiscal years; Construction Expenses + Program Expenses)

11,317,764

(all fiscal years)

Total Project Cost

Cost – Fiscal
Year 2022
$ 1,257,249
$
420,499
$ 3,000,000
$
$ 4,677,748

Totals Per
Category

% of Total
Expense

$

1,918,257

17%

$

1,599,507

14%

$

7,800,000

69%

$

-

$ 11,317,764

0%

