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ADEC – Social Enterprise 

Gaining Grounds 
 
ADEC - our mission, our values, our services all center on the fundamental goal to provide 
excellence in the human service field.  As our Mission states, “ADEC proudly advocate for and 
serve people with developmental and intellectual disabilities so they live lives full of choice 
and possibility.”      

 

Every action, every intent, every outcome is guided by our Mission 

 

Every program and service ADEC offers and provides is modeled to uphold the highest standards, 
the highest expectations, and demonstrate the highest of social responsibility towards our 
clients, our employees and the community.    
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We are a social enterprise, a human services organization.   

 

We have a social responsibility and a social conscience.  

 

We are a non-profit agency, a collective team of individuals, who have a common goal.  We see 
a need, we assess the potential, and we provide the programs for the individuals we serve so 
they may have lives full of choice and possibility.    Our programs, how and what we do to deliver 
on our mission, will change and give back to our community and society.    

 

 

 

 

 

 

 

 

 

 

The choices we offer are transformational and are central in supporting individuals and families 
in meaningful goals and activities throughout their entire lives.   ADEC is a living testimony as a 
service organization that achieves person centered planning by facilitating pathways to a ‘good 
life’ for Hoosiers with disabilities.     
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An opportunity ADEC offers that is both a social-enterprise and a social-entrepreneurial venture 
is ADEC’s Gaining Grounds.   Gaining Grounds facilitates transformational change for individuals 
we serve by offering a choice, an opportunity, an environment of inclusion, an extension of our 
community, and the potential to flourish.    

 

 

The November 2013 CEO’s Vision for the Future, is a strategic roadmap which lays out the 
foundation to deliver on our mission, to change and reflect the progress in our community and 
society.     This strategic roadmap outlines five initiatives that reflect our mission, exhibit our core 
values, embrace our code of conduct, and link to our strategic plan.  

 

These five initiatives are:  Operations, Housing, Employment, Human Capital, and Technology 
Innovation.  All build on the collaborative relationship with our employees, the individuals we 
serve, our Board of Directors, and our community.     
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We hear the voices of the individuals and families we serve.  We hear the voices of our 
employees.   We hear the voices of our communities. 

 

Gaining Grounds is an innovative and transformational 
solution to address the initiative of Employment.  

ADEC is known for providing employment opportunities for 
clients. We have exhibited much success developing jobs and 
providing job coaching to clients.  We have enjoyed a long, 
successful partnership with Indiana Vocational Rehabilitation.       

We approach individuals with developmental and intellectual disabilities not from the 
perspective of what they cannot do or what skills they are missing.  We look at our clients from 
the perspective of what skills, what capabilities they have, what dreams and wishes do they 
have.    

ADEC is a social enterprise, a service provider with a conscience that directly address the social 
needs through our services and programs, or through the employment of disadvantaged people.    

An example of such a social enterprise is our Gaining Grounds – which is more than a social, hip-
happening, coffee shop.  The new Gaining Grounds Center, scheduled to open in the fall of 2018, 
on the ADEC Bristol Campus, is an open-technology center, equipped with Wi-Fi and assistive 
technology tools and services, and a retail outlet to sell clients' art, jewelry and other projects, 
and yes, a full-service coffee and pre-packaged food location.  

The Gaining Grounds Center will also address needs of the community – meeting and conference 
center equipment with practical accessibility tools.  

 

We will transform the opportunities and choices for the individuals we serve and the community 
with a shared vision.   

 

To propel our mission, our values, and generate the “resource” engine of a high-impact nonprofit 
human-serving organization we will: 
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 Be a highly effective community – based network, 

 Be creative and drive knowledge, 

 Be a center for innovation and best practice replication, 

 Be a strong and effective voice for our clients and the community,  

 Be collaborative;  

 Cultivate an integrated client and community quality of place, and  

 Be the agency that maintains its relevance by recognizing and exceeding the 
expectations of our clients – today and in the future. 

 

 

Gaining Grounds Today 
 
Today, ADEC has two facilities that carry the Gaining Grounds brand and opportunity to realize 
the potential behind their intent.   
 
These two facilities have identified ‘space’ within the day services programming that offer retail 
transactions – coffee, very limited package snacks and art products made by individuals 
participating in the day services programs.   For simplicity, these two spaces are referred to as 
“The Shoots” (Goshen Day Services in downtown Goshen) and “Middlebury” (Middlebury Day 
Services). 
 
The Shoots space was started up in 2010, with hours of 
operation from 7:30a.m. – 2:30p.m., Monday through 
Friday.   On ‘First Fridays’ in Goshen, the facility is open for 
service and activities.      The services include self-serve 
beverages and pre-packaged snacks. 
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The Middlebury opened 2013 with hours of operations 
from 7:30a.m. – 2:30p.m., Monday through Friday.  The 
services include full selection of made-to order coffee 
and tea drinks, cold beverages and pre-packaged snacks.  
 
 
 

 
In the initial proposal statement for these two locations, the expected outcome of the coffee 
shops was made clear: 
 

• The coffee shop will employ individuals with disabilities and be a focal point for 
members of the community (Goshen and Middlebury) for building relationships 
with individuals served.  It will also provide a needed venue for marketing 
products made by individuals served in Adult Habilitation Services.   

 
• In an economy that has become increasingly difficult to find employment for 

individuals with disabilities the coffee shop will be an avenue to create jobs for 
individuals with disabilities.  The location will also provide patrons with the 
unique opportunity to see the jewelry and other products being created in front 
of them by clients.      

  

Mission 
The mission of the Gaining Grounds is threefold:  

1) to create employment opportunities for those with developmental disabilities,  
2) to create an environment of inclusion, and  
3) to establish a venue to market products made by individuals served in all five of ADEC’s 

Adult Habilitation Services.   
 
 
Objectives 
1. Gaining Grounds will establish an outlet for marketing products made by individuals 

receiving services at any one of the five ADEC Adult Habilitation Service Centers. 
2. Gaining Grounds will provide paid employment for working individuals with disabilities.  
3. Individuals served, hired employees and members of the community will build 

relationships and natural supports in a mutually accommodating environment.   
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4. Gaining Grounds will provide a normal age-appropriate environment for clients to read, 
socialize and work while having support nearby.   

5. Gaining Grounds will educate the community on the abilities of the people we serve.   
6. It will be a proud example of community inclusion.  

 
 

Product Description and Sourcing 
The coffee shop will serve a variety of regular and decaf brewed 
coffee, a few regular and decaf espresso-based coffees, a selection 
of teas and hot coffee.  We will provide regular and sugar free 
flavored syrups for patrons to add to their beverages.  The goal will 
be to market to the casual coffee drinker by offering good quality 
common coffee beverages.  Each coffee product will be made from 
fresh-ground coffee beans daily to insure quality.  In addition to hot 
beverages, there will be a range of cold beverages including bottled 

water, carbonated drinks, and much more.  
 
In addition to the coffee products there will also be a display of client-made products for sale 
including art work, jewelry, ceramic coasters, and dog biscuits.   The items will be displayed in 
an attractive and professional setting.   
 
The product line of beverages, snacks and client-made products will also change to reflect key 
holidays and seasons. 
 
Coffee products will be purchased through the Chicago Coffee Roastery, a specialty and gourmet 
coffee roaster specializing in small-batch, crafted coffee.  We would also be able to sell coffee 
beans by the bag directly to customers.   Other supplies will be purchased in bulk from local 
establishments.    
 
Market Analysis  
By design the coffee shops are not intended to be in direct competition with other local coffee 
establishments.  The idea behind the coffee shop is not profit driven but mission focused.  
Bringing in our community neighbors and travelers will clearly be necessary to meet the 
objectives set forth.   
 
The coffee shop’s targeted market segment will be the casual coffee drinker who has an interest 
in a setting that is unique to other establishments in the areas we are located.   The environment 
and the relationship-based service will cater to patrons who live locally and are compassionate 
toward others.  
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Keys to Success 
The keys to meeting our objectives and supporting our mission are: 
1. Refined environment: To give the community the best impression of people with 

disabilities, the coffee shop will depict a retail Art Studio and an eclectic coffee shop 
atmosphere.  We will also be marketing to patrons who prefer a simpler, polished 
environment.   

2. Foster relationships: ADEC will build our business on developing relationships with patrons.  
This will be a critical element in our success.  Staff and clients will be warm and inviting for 
us to establish a base of regular customers.  Staff and clients will seek to know many 
customers by name.   

3. Simplicity: We will need to keep our menu simple to attract a group of customers who do 
not want an overwhelming amount of choices.  This will also help make our employees 
more successful.   

 
 
Community Inclusion  

Gaining Grounds is a coffee shop designed to showcase the 
abilities of those we serve and foster relationships.   
 
Customers can see individuals, their neighbors and 
members of our communities, with challenges making 
coffee and jewelry; they can also see and purchase other 
products made by people with disabilities.   
 
The coffee shop provides an opportunity for individuals to 
build relationships with people in the community.  

 
The coffee shop provides a natural, age-appropriate environment for clients to read, socialize 
and work independently while having support nearby. 
 
Community integration is used to educate the community on the abilities of the people we serve; 
to show how we are alike.  
 
At both The Shoots and Middlebury, ADEC has not met the full intent of these facilities.   Most 
notably, the staffing of the employees with individuals with disabilities, and more consistent 
options for customers.     After must insight, and weighting of strengths and weaknesses, a key 
component was the realization that we did not have a dedicated trained individual(s) and team 

https://www.google.com/imgres?imgurl=http://www.keith-hudson.com/wp-content/uploads/2013/08/16079381-people-sitting-at-the-coffee-shop-clinking-cups-while-smiling1.jpg&imgrefurl=http://www.pinsdaddy.com/people-sitting-at-coffee-shop_olwtqPo94BKEIQUyer81Rk6FqFdr*Dy46yn7n5OYlmw/&docid=6Df_VuKU80MHtM&tbnid=6wVEgt6bKJdYiM:&vet=10ahUKEwjW0O_YoqzUAhWD6IMKHeW-AtcQMwhFKBYwFg..i&w=400&h=267&bih=955&biw=1680&q=pictures%20of%20people%20in%20a%20coffee%20shop&ved=0ahUKEwjW0O_YoqzUAhWD6IMKHeW-AtcQMwhFKBYwFg&iact=mrc&uact=8
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to run the social enterprise.  There are times when customer needs and requests were met by 
an ADEC employees, such as a Direct Support Professional, and not a barista.   
 
The correct course is to hire the individuals (the baristas), retail the products made and eliminate 
the mixed signals when a community member enters the facility.  Feedback is that customers 
sometimes felt they were intruding into a ‘day services’ program … and not necessarily entering 
a social enterprise to buy a cup of coffee or purchase a product. 
 
Today we are beginning to take the next step … to realize the vision and expand the footprint 
and opportunities for those we serve and our community:   
 

the expansion of Gaining Grounds with  
the NEW Bristol Indiana 

 ADEC Gaining Grounds Center 
 
 
 

 

ADEC Gaining Grounds Center 
 
The seeds of inspirations started over sixty-six years ago when the founding families of ADEC put 
the first shovel in the ground and built what was to be called ADEC.    These founding families 
envisioned a life-long place for inspiration, for development, and for transforming the lives of 
those we serve.     

Jump ahead to 2013 with the publication of the CEO Vision of the Future, link in the 2014 ADEC 
Master Plan and follow through with the Fiscal Year 
2018 budget process.   The fiscal year 2018 
operational budget included the traditional 
program based budget which reflects individuals 
being served in the current programs and the 
corresponding expenses to deliver them.   

The budget also reflected a key strategic growth 
initiative – the ADEC Gaining Grounds Center –  
extension of the Bristol Campus Master Plan, one 
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million six hundred thousand dollars of new capital infusion for a new facility and new program 
offering.    

Working with design expertise of  the vision is about to come true.  

 

The ADEC Gaining Grounds Center was envisioned as part of the Master Campus plan and the 
need was echoed throughout the 2016 and 2017 Appreciative Inquiry findings from discussion 
with clients, families and employees.    

 

ADEC is constructing a new 5,700-square foot addition to the existing Administration building, 
fully furnished, for a projected total cost of one million six hundred thousand dollars.    

 

 

New Addition – Gaining Grounds Center - to 
existing Administration Building 
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This new addition will be on the Bristol Campus, visible from the highway, and open to the 
community.  The ADEC Gaining Grounds Center is a new separate addition and it will feature:  

 our Gaining Grounds Coffee shop with wi-fi, 

 a gathering space for young adults and families, 

 retail space for products made by individuals served, 

 expandable meeting space(s) that with can be converted 
to three smaller rooms with state-of-the-art technology, and 

 will accommodate future summer camps and school 
breaks. 

 
The coffee shop will be tastefully decorated and furnished with matching quality tables and 
chairs.  Soft jazz, blues or piano music will be played in the background as patrons also go 
through the retail art gallery.    
 
It will be set up in a way that patrons will be able to make 
the connection between products made by clients at 
ADEC.  We will also offer a Wi-Fi internet connection to 
draw in customers.   
 

The coffee shop will be open during ADEC’s normal 
business hours and closed on weekends.    

 

The transformational impact is that, except for an initial manager and barista, all employees 
(from the sale person, to the event scheduler, to janitorial service) will be employees with 
disabilities.    In time, the entire operation will be managed and worked by individuals with 
disabilities with minimal oversight.  

 That is empowerment.   

 That is true inclusion.  

 That is validation of our mission. 

https://www.google.com/imgres?imgurl=https://thumbs.dreamstime.com/x/group-young-people-asian-coffee-shop-friends-colleagues-enjoying-leisure-time-cafe-drinking-cappuccino-32187919.jpg&imgrefurl=https://www.dreamstime.com/royalty-free-stock-images-group-young-people-asian-coffee-shop-friends-colleagues-enjoying-leisure-time-cafe-drinking-cappuccino-image34333519&docid=yIuHKOOlKTWEMM&tbnid=e1z22SXjX4_26M:&vet=10ahUKEwjW0O_YoqzUAhWD6IMKHeW-AtcQMwhDKBQwFA..i&w=400&h=267&bih=955&biw=1680&q=pictures%20of%20people%20in%20a%20coffee%20shop&ved=0ahUKEwjW0O_YoqzUAhWD6IMKHeW-AtcQMwhDKBQwFA&iact=mrc&uact=8
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In addition to the coffee shop and retail store, the facility will also feature three individual 
meeting rooms with state-of the art technology.  The three rooms can accommodate individually 
up to fifty people.  They can also be expanded into two or one much larger rooms to handle 
events up to over 150 people.    Our plans including making these meeting rooms available, at a 
small fee, for the community to use.  

 

ADEC has the base resources to financially implement the vision and plan.  We will pursue 
funding assistance from the Elkhart Community Foundation and private donors.    The proceeds 
from the 2018 RV Raffle – projected to be over $100,000 – will be great seed monies.   

As we have the proof-point of two existing facilities, the new ADEC Gaining Grounds Center will 
address: 

• the expansion into the new, far more comprehensive facility, 
• the hiring of individuals with disabilities to staff and oversee operations of Gaining 

Grounds in all locations, and  
• the slight remodel / layout of the existing two facilities to improve customer traffic and 

engagement.  
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Features:          

• Located on Bristol Campus       
• Open to the Community       
• New separate ADEC addition to existing facility 
• Upgrade to the Administration Building with new entrance      
• Coffee shop with Wi-Fi, music       
• Outdoor eating space and coffee sitting       
• Meeting space for young adults and families       
• Retail Store and Art Gallery       
• Rental space       
• Large room can convert to three smaller rooms (up to 150 people)  
• Can accommodate future Summer Camps       
• Employees will be trained baristas and food servers 
• A social enterprise manager, who also oversees all our coffee shops  
• Hours:  7:30a.m. – 3:00p.m. 

 
 
Specifics:        

• Total $1.6 million new capital included and approved in fiscal 2018 budget    
• Assumed 5,700 sq./ft. new construction for $1.3 million 
• $300,000 for parking lots, furniture and equipment      
• Small targeted capital campaign       
• Will pursue funding assistance from Community Foundation and private donors   
• Internal funds have been allocated      

 
 
Timeline – Overall          

• August - September 2017:  Design Phase       
• October- December 2017:  Bidding /Selection Phase  
• April 2018:  Contractor Phase Begins  
• October 2018:  Completion of facility       
• November 2018:  Grand opening       

 
 
Community Benefits 

• Employ people with disabilities 
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• Family meeting space 
• Future consideration as a community emergency shelter 
• Encourages healthier lifestyles 
• Meets unmet demand for summer camp for children with disabilities 
• Inclusion 
• No other retail coffee shop featuring art and jewelry on this section of State Road 120 

between Bristol and Elkhart 
 
 
Financial Plan: 
The main variables for a break-even operation for the coffee shops are the average daily 
patrons, average purchase amount and total employee costs.    As with all retail operations, it is 
truly a function of customer awareness and customer ‘traffic’.       
 
We will utilize the skill of our communication team to increase community awareness and 
education of ADEC and the individuals we serve and leverage social media.   
 
For the coffee shots/ retail art gallery, the three-year break-even analysis is an average 25 
customers a day at The Shoots and Middlebury locations, and 50 customers per day at the new 
ADEC Gaining Grounds Center.  The operations would be open five days a week, Monday – 
Friday.    This would support three baristas and an overall social enterprise manager.    
 
The overall ADEC Gaining Grounds Center would reflect the use of the facility for future 
summer camps and renting out of the meeting rooms.  
 
 
Many Regards,  
 

 
April 3, 2018 
Donna L. Belusar, PH.D. 
President / Chief Executive Officer 
Leadership.Passion.Integrity.Excellence.Quality 
belusard@adecinc.com  |  www.adecinc.com 
Phone:  574-848-2420  
19670 State Road 120 | Bristol, Indiana 46507 
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