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Introduction and Overview
Our Collaboration

Survivor Empowerment and Access Louisiana (SEAL) is a collaboration comprised of three entities - the Adult Protective Services (APS) division of the Office of Aging and Adult Services, Department of Health and Hospitals, State of Louisiana; the Advocacy Center (AC); and the Louisiana Foundation Against Sexual Assault (LaFASA).

Adult Protective Services has been designated by the Louisiana Department of Health and Hospitals (DHH) as the agency responsible for providing protective services to adults with disabilities ages 18 - 59 and emancipated minors to eliminate abuse, neglect, exploitation, or extortion of them, and for performing protective services investigations in DHH administered facilities.  APS was created by legislative statute in 1994 and currently continues under authorization of La. RSA 15:1501-1511.
Advocacy Center is the federally designated protection and advocacy agency for the state of Louisiana.  Founded in 1977, AC protects, empowers, and advocates for people with disabilities and senior citizens in Louisiana through the provision of legal representation, information and referral, systems advocacy, ombudsmen services, and education and training.
Louisiana Foundation Against Sexual Assault is the federally designated sexual assault coalition for the state of Louisiana.  Founded in 1983, the coalition provides training and technical assistance to professionals and agencies working with sexual assault survivors; works to ensure victim-supported policy; serves as the voice of sexual assault survivors; and provides advocacy, information and referrals to individual survivors and/or their loved ones.  LaFASA serves as a clearinghouse for the state for information and referrals related to all forms of sexual assault.
The SEAL members include five individuals from the three agencies:

Judy Benitez, Executive Director, LaFASA


Susan Bushnell, Director of Special Projects, AC


Suzanne Chevallier, SEAL Project Director, AC


Tamara Indest, Consultant, LaFASA


Debbie Rickman, Consultant, APS

The SEAL was formed in October 2008 as the result of an Education, Training and Enhanced Services to End Violence Against Abuse of Women with Disabilities Grant funded by the Department of Justice, Office on Violence Against Women.   The SEAL agencies and the women who represent them made a commitment to the development of a collaborative response to the need for viable, sustainable, systemic change in the service delivery system as it relates to people who have disabilities or who are D/deaf and survivors of sexual violence.

Our Mission and Goals

The Mission of the SEAL project is to ensure that people with disabilities and D/deaf people in Louisiana, wherever they live, who have survived sexual assault, have timely and coordinated access to appropriate services.  This will be achieved by changing organizational cultures within our own agencies on a statewide level, as well as in select local communities, to make issues regarding sexual assault of people with disabilities and D/deaf people a priority through:


· Creating and maintaining sustainable collaborative efforts among disability advocates and the sexual assault service delivery systems, and other entities as appropriate at the statewide and/or multi-jurisdictional levels;

· Fostering learning, knowledge, and respect among the collaborative partners on issues related to disability, D/deaf culture, and sexual victimization; 

· Developing and improving policies and practices within the disability advocacy and victim services delivery systems;

· Working to ensure that voices of survivors with disabilities help shape the design and delivery of services;

· Improving the accessibility and responsiveness of disability advocacy and sexual assault service delivery systems for people with disabilities and D/deaf people who are survivors of sexual violence.


Planning Processes

This Strategic Plan is the direct result of a comprehensive and mindful planning process.  The planning process encompasses two distinct areas of work:

Planning and Development

The first phase of the Planning and Development process was the initiation of activities to build relationships within our SEAL members.  These activities included learning about the work of our collaborative agencies, engaging in cross training, developing the Mission and Vision that would shape our work, and determining how our collaborative would work together (including decision-making, conflict resolution, and effective communication.)  These discussions resulted in the formation of the SEAL Collaborative Charter.  

With the completion of our Collaboration Charter, the SEAL moved into the next phase of the Planning and Development process - the Narrowing of our Focus.  As a statewide collaborative the SEAL is charged with developing criteria to be used in identifying pilot sites in which to focus the work of the grant.  SEAL members, with assistance from our technical assistance provider, the Vera Institute of Justice, participated in a two-day retreat at which criteria were developed and applied to potential pilot sites throughout Louisiana.  This process resulted in the emergence of two communities - one urban (Lake Charles) and one rural (the four parish area that includes Red River, DeSoto, Sabine, and Natchitoches parishes) where we would concentrate our efforts to affect viable, systemic change in the service delivery system as it relates to people with disabilities and survivors.

The urban pilot site area (Lake Charles) participants include the sexual assault center (Oasis), Adult Protective Services (a supervisor and field staff), and an ombudsman from the Advocacy Center.  Oasis (formerly known as Calcasieu Womens Shelter & Rape Crisis Outreach) is a dual program that provides services to women who have experienced violence (domestic and sexual).  Advocacy Center ombudsmen staff is located in the city of Lake Charles, as is the Adult Protective Services staff.  This has facilitated a basic awareness of work of each of agencies represented.  This geographic area has a large number of people with disabilities who live in group or community homes.  These homes are clustered in a small geographic area and have well-established relationships with each other.

The rural pilot site area (the four parish area) participants include the sexual assault center (Toledo Rape Crisis and Sexual Assault Center), Adult Protective Services (a supervisor and field staff), and an ombudsman from the Advocacy Center.  Toledo Rape Crisis and Sexual Assault Center is program working under the umbrella agency, Project Celebration.  This program (Project Celebration) is a multi-service agency providing assistance for women who have experienced violence in the four parish area.   The Advocacy Center ombudsmen and APS staff are located in Shreveport, about an hour away from the sexual assault center, which has inhibited the basic awareness of the work of each of the agencies represented.  This is a sparsely populated four parish area with limited resources.  There are several group and community homes, with a small scattered population of people with disabilities.  These group homes have some relationships with each other, but limited transportation and distance inhibits the formation of relationships between people with disabilities and service providers.

The third phase of the Planning and Development process involved the gathering of information from within our SEAL agencies, as well as from the pilot site locations. During this phase of planning, focus groups and interviews with survivors of sexual assault, people with disabilities, direct care providers, upper level administrators and board members helped us as we continued to learn how to increase accessibility, utilization and sustainable systemic change of services for all survivors of sexual assault. This phase - the Needs Assessment - also included the development of a needs assessment instrument and tools (including questions, scripts, and forms), a plan to administer the instrument, and a report of the findings.  It is this Needs Assessment Process and Report that informed the development of this Strategic Plan and Initiatives.

Strategic Planning

The SEAL collaborative participated in a two-day strategic planning retreat in April 2012. The Vera Institute of Justice facilitated the retreat.  It was at this retreat that initiatives and activities were discussed and developed.  Representatives from each of the collaborative agencies attended the retreat.  It was during this retreat that we planned for both statewide work and work in the pilot sites. The SEAL selected broad initiatives for the Strategic Plan.  We examined the identified needs and possible initiatives, and then grouped goals into short term, mid term, and long term initiatives through a framework of guiding principles.  During the retreat we also took time to insure that our proposed initiatives in this Strategic Plan:

· Are within the parameters of the grant program;

· Are consistent with the SEAL’s Mission and Vision;

· Foster change in the Advocacy Center, Adult Protective Services, Louisiana Foundation Against Sexual Assault, and the local sexual assault centers;

· Emphasize increased accessibility and responsiveness;

· Improve relationships and internal policies and practices between SEAL agencies and sexual assault centers;

· Are responsive to the needs that were identified in the needs assessment process.



Another factor in our selection of short term, mid term, and long term initiatives was the time frame for implementation.  We are mindful of the length of time we have in which to introduce and incorporate the work we are proposing.  

Implementation of Initiatives

Upon completion the Planning and Development phases (Relationship Building, Collaboration Charter, Narrowing of the Focus Memorandum, Needs Assessment and Strategic Plan with Initiatives), we will begin implementation of the identified initiatives.  These initiatives will include short and mid-term initiatives, as well as long-term initiatives.  

Needs Assessment Overview

Our Needs Assessment was conducted during a three month period from October - December 2011.  The purpose of the assessment was to help the SEAL learn about the barriers and/or gaps as well as the strengths that currently exist within our agencies and the service delivery systems.  The partners actively engaged in rich dialogues regarding the scope of the needs assessment and instrument, requirements of the current grant funding and the need to collect only the data necessary and pertinent to further the Vision and Mission expressed by the SEAL.  Accordingly, the partners developed goals that would inform the creation of the assessment instrument, assist with the identification of the type of information needed, and determine how this information would be used to develop a strategic plan with implementation initiatives.  The following Needs Assessment Goals were developed and affirmed by the SEAL members:

1. Assess the current relationships among partner organizations at the local level and identify opportunities to improve and formalize those relationships and eliminate barriers to collaboration in order to maximize resources.

2. Understand what knowledge and resources currently exist in partner organizations at the state and local level specific to serving survivors with disabilities, in order to increase knowledge and resources and to develop improved and sustainable response systems.

3. Identify existing strategies to create accessible, safe, and welcoming service delivery environments at the state and local level for survivors with disabilities.

4. Identify what policies, procedures, and practices, both documented and undocumented, currently exist, what gaps there are, and ideas to improve and strengthen these in partner organizations at the state and local level.

5. Identify where best to concentrate resources at the state and local level to maximize accessibility and increase quality of service delivery to survivors with disabilities.

The Needs Assessment instrument was administered at each of the three partner agencies, as well as in the two pilot site locations.  All the members of the SEAL were active participants in the needs assessment process.  We did not contract with outside facilitators, choosing instead to mine the formidable knowledge and skills found within the collaborative partners themselves.

Safety was a key consideration when administering the needs assessment questionnaire.  The SEAL team made a conscious decision to use a method of “cross-facilitation” when conducting group and personal interviews involving staff from the three statewide partners.  For example, when a group interview was conducted with Advocacy Center staff, no member of the SEAL team employed by the AC was involved in the facilitation, recording, or any other aspect of the group.  Further, any information obtained and shared with the SEAL members in general was reported in the aggregate and void of any personally identifiable information.  To further insure safety we developed the groups being mindful to include only agency-specific staff members.  Finally, group members were made up of colleagues who shared the same level of agency responsibility (i.e., supervisors/supervisees were not a part of the same group.) 

Safety was also a major consideration when conducting interviews with survivors and people with disabilities.  As everyone in Louisiana is a mandated reporter for adults with disabilities, the SEAL team was mindful in communicating this information prior to any interview or focus group.

Methodology

The needs assessment employed the use of face-to-face focus groups/interviews as well as teleconference communication between the parties.  The SEAL partners made the decision to travel to each pilot site location for a one-week period, during which all of the interviews and focus groups associated with that pilot site were conducted and completed.  In retrospect we believe this enhanced the information we received and would again use this method when conducting a needs assessment in any area in which the SEAL has little or no prior history of involvement with the local community.

The SEAL engaged leadership, management, and direct service providers at each of our partner agencies and the local sexual assault centers, as well as people with disabilities and survivors of sexual violence in our pilot site locations.  

The needs assessment included 33 individual interviews and 9 focus groups with a total number of 101 individuals participating in this process.  The data collected yielded significant insight into the cultures of our SEAL agencies as well as into our pilot site locations.  It is important to note that in each of these (SEAL agencies and pilot site locations) we heard consistently of the desire to become agents of change, to provide timely and coordinated access to services in a way that addresses the needs of survivors and people with disabilities and empowers them.

Summary of Key Findings

The following Key Findings were identified as the result of the needs assessment process:

I. Policy Development

Mandated Reporting Policy - There is a need for SEAL agencies, as well as local sexual assault centers in pilot site areas to develop policies and procedures regarding the abuse/neglect of adults in Louisiana.

Accommodations Policy - There is a need for service providers to develop policies and procedures that address the manner in which reasonable accommodations for people with disabilities are requested and funded.

II.  Access

People with disabilities - Access to services by people with disabilities living in group/community homes is largely dependent upon the knowledge of their caregivers.  Direct care providers are often the “gatekeepers” of information about the people they serve, and also of information about services that the client might access.  These “gatekeepers” must be guided by clear policies, procedures and protocols, and receive adequate and ongoing training on accommodations, disabilities, and sexual violence issues relating to survivors with disabilities.

Survivors - Access to services by survivors is largely dependent upon the knowledge of the survivor themselves.  Self-knowledge about their community and its resources may sometimes be the only assistance a survivor may be able to access.  Service providers must keep a high profile and positive public presence to ensure that survivors are aware of the services available in their community.

SEAL agency staff and pilot site staff - All report a critical need to become aware of and to access community resources in their respective areas.  Further, staff members expressed a strong desire to form local collaborations in order to facilitate a more formal resource sharing relationship.

III. Safety/Trust

Issues of safety and trust are of paramount importance to people with disabilities, survivors, and direct service providers.  People with disabilities as well as survivors clearly indicated that they needed to feel safe in the location where they received services and to receive services from staff they trust.  Staff also must feel safe when providing services to survivors and people with disabilities.

IV. Environmental Influences

Welcoming Affect - Survivors expressed that they needed to feel comfortable in the location where they chose to receive services.  They expressed the need to feel comfortable with both the physical location and with the manner in which they were treated by staff.  People with disabilities expressed that they felt welcomed when the service provider exhibited characteristics of being happy to see them by smiling at them.

Respect - Being able to make personal choices is a value that is highly regarded by people with disabilities and survivors. The common feeling was that decision-making input and choices was a sign of respect.

Education - All SEAL partner agency staff, as well as local sexual assault center staff, acknowledge the need for more education (initial and ongoing), specifically addressing disclosures of sexual violence, understanding the indicators of sexual violence, and on accessibility and disability-related issues.
Strategic Planning of Initiatives

The initiatives chosen by the SEAL reflect a commitment by the partners to engage in viable, sustainable systemic change in the service delivery system in Louisiana as it relates to people who have disabilities or who are D/deaf and survivors of sexual violence.  Further the SEAL collaborative members affirm their commitment to engage in initiatives and activities that will:

· Support the Mission and the Vision of the Survivor Empowerment and Access Louisiana collaboration;


· Foster sustainable change equally in each of the SEAL organizations and pilot sites;


· Reflect the needs identified during the Needs Assessment process;


· Adhere to the instructions set forth in the grant guidelines;


· Reflect fiscal responsibility given available resources.

Initiatives were developed including Short/Mid-Term Initiatives and Long-Term Initiatives.  Short/Mid-Term Initiatives were defined as those activities that would be accomplished between June 2012 and September 30, 2013.  Long-Term Initiatives were defined as those activities that would be accomplished after September 30, 2013.  

Short Term Initiatives

Short Term initiatives have been defined as those that will be addressed during the timeframe June - September 2012.  The SEAL has requested and received a no-cost extension from OVW to continue the work we have begun by developing a Strategic Plan with Initiatives.  

We believe the work we have planned for the statewide partners (including organizational policy and procedure development and safety and access reviews) will initiate the process of creating viable, systemic change in the service system as it relates to people with disabilities who have experienced violence.  This change will be reflected in the culture and the fabric of the SEAL agencies’ Mission and Vision for the future.  

The no-cost extension will also afford us the first ever opportunity for our agencies to utilize the tools and knowledge gained through this project.  To this end, we expect to effectively engage in a structured process by which collaborative relationships will be developed in our pilot sites.  This short term initiative will create systemic change for our pilot sites.  The change can only be accomplished via the funding provided by this grant.  There are currently no other funds available in Louisiana for collaborative development of this type.

Mid-Term Initiatives

Mid-Term initiatives have been defined as those that will be addressed during the timeframe October 2012 - September 2013.  The SEAL intends to request no-cost extension prior to September 30, 2012 in order to continue the work we have identified in our Strategic Plan.  These mid-term initiatives will build upon and enhance the work that will be accomplished during the implementation phase. 

In our SEAL agencies, we will continue the work initiated during the period June - September 2012.  This will include the education/training of our SEAL agencies staff members on the policies/procedures that were developed and approved by OVW.  We will continue to build capacity which includes the development of a process by which policy/procedure will be sustained long after this grant cycle has ended.  We will also begin work on building the capacity of our organizations such as looking at our education/training modules for review and enhancement.  Additionally, we will begin to explore ways to enhance our organizational relationships to collaborate on the statewide level.  Activities planned for this time period include shared training opportunities sponsored by individual SEAL agencies.
Mid-Term initiatives in our pilot site locations will include conducting safety and access reviews.  We will develop a new tool designed specifically to address rural programs.  Further, policies/procedures that were developed and approved for LaFASA use will be tailored for use in sexual assault centers.  Education and training curricula previously developed for SEAL agencies will also be adapted for use in rural areas.  Finally, enhancement and growth of pilot site collaboratives will be continued through this time period.

Review of Initiatives

SEAL developed the following Short/Mid-Term Initiatives based up the needs identified during our Need Assessment process incorporating the criteria as detailed above:

Initiative #1:  Create and/or Enhance Organizational Policies and Procedures to serve people with disabilities who have experienced sexual violence.


Activities will include the formation of a work group that will evaluate/enhance existing policies/procedures at SEAL and pilot site agencies, develop new policies/procedures as needed, and educate staff on the new/revised policies/procedures.

Initiative #2:  Enhance Organizational Environments (physical, attitudinal, communication, and programmatic) to provide safe, welcoming, and accessible services to people with disabilities who have experienced sexual violence.


Activities will include the formation of a work group that will select and modify as needed an existing tool for use in conducting safety and access reviews in SEAL and pilot site agencies, and will provide reports as well short, mid, and long term plans for removal of barriers.  In addition, a new tool will be developed for use in rural programs.

Initiative #3:  Build Capacity of Organizations and Direct Service staff for working at the intersection of sexual violence and people with disabilities (knowledge; skills; comfort; confidence.)


Activities will include the formation of a work group that will assess current trainings, identify existing gaps, and create/enhance training curriculums to meet the needs of SEAL agencies.  In addition, materials will be tailored to meet the needs of rural programs.

Initiative #4:  Enhance Organizational Relationships and Capacity to Collaborate at the State and Local levels


Activities will include the formation of work groups to strengthen and formalize relationships between SEAL partners.  Additionally, there will be a concentrated effort to build the capacity to collaborate within the pilot sites by creating local collaboratives that will mirror the state collaborative.

These initiatives were developed as a response to the information that we received from people with disabilities, survivors, and direct service providers who participated in the Needs Assessment.  We also used the framework of guiding principles to assist us in selecting our initiatives. The needs assessment findings identified are all significant, important, and worthy of addressing; however, the SEAL will not be able to implement initiatives addressing each key findings due to limitations on our resources.  Rather than attempt to address everything superficially, our collaborative partners narrowed the scope of our initiatives and agreed that the following collection of initiatives would provide the best opportunity to create the most significant changes that are sustainable over time.   These initiatives are all needed and will work together to lead to the most sustainable change.  The SEAL collaborative spent a significant amount of time talking about the importance of:
· Memorializing the work through policy and procedure development;

· Ensuring that safe and accessible services are provided at each agency and pilot site location;

· Building capacity of the SEAL agencies and pilot sites to work at the intersection of disability and violence; and

· Enhancing the ability to collaborate at the state and local levels.

We believe these initiatives are intertwined and vital as a first, positive step toward sustainable, systemic change that is needed in Louisiana.   The initiatives are all equally important and their numerical order in this document is merely a way to provide ease in reading and reference.  The numbers represent the name of the initiative, not their significance.  There was intentional thinking regarding prioritization and the order in which activities will be completed for each of the initiatives.  This information is provided in detail in the work plan document.

The use of work groups is an essential component to the successful implementation of our initiatives.  They increase our opportunity to expand the work into our agencies and pilot sites and ensure sustainability.  The work groups also allow other SEAL agency staff members to become a more integral part of this process thus broadening our thinking as well as maximizing our agency resources.  During the needs assessment process we learned that as we spoke to more people about this project, interest and buy-in from SEAL agency staff and pilot site staff increased as well.  We believe we have an opportunity to bring new people and ideas to the work that we have begun by forming work groups within our SEAL agencies and pilot sites to address the initiatives we have identified.  Additionally, we acknowledge that staffing at our agencies is a fluid dynamic - new people are coming into the agencies, existing staff may leave or take on different roles and responsibilities.  The formation of work groups within our agencies will afford us the opportunity to connect with others who may provide us with expertise and experience not previously available to our project.

Outlined below are the Initiatives we have chosen, along with specific tasks we have identified that will enable us to accomplish the initiatives.   As we have journeyed through the strategic planning process, it is evident the initiatives that have emerged are reflective of our Mission as developed in our Collaboration Charter document.  We will demonstrate this further in each of the following initiatives:

Short/Mid-Term Initiative #1:  Create and/or Enhance Organizational Policies and Procedures to best serve people with disabilities who have experienced sexual violence.

Our needs assessment clearly indicated a desire and need to develop organizational policies/procedures in our SEAL agencies as well as our pilot sites.  The work on this initiative will first begin in our own SEAL agencies. We will develop a process that will reflect our mission and vision that can then be a model for change in our pilot sites. By beginning our work in the SEAL agencies, we will have the opportunity to build capacity within our own organizations by making systemic change; thus, provide an opportunity to model the products we have developed for implementation in our pilot sites.  We will begin our work in the SEAL agencies during time period of our short term initiatives (June - September 2012).  Our work in the pilot sites will be included in our mid term initiatives (October 2012 - September 2013).   

Initial efforts will be focused on the creation/development of organizational policies/procedures in two specific areas during the short term. These areas are:
· Mandated Reporting 
· Reasonable Accommodations

We have identified additional organizational policies/procedures that will be addressed during the mid term of our implementation phase.  These areas are:

· Confidentiality

· Disclosure

· Accessibility

· Interdiction

· Informed Consent

We believe that it is important for each member of our SEAL agencies to be represented in a work group that will be formed to accomplish this initiative.  In addition to SEAL collaborative members, we anticipate adding additional members to the work group.  We will develop criteria by which we will determine who could best contribute to the creation/development of these policies.  After the members of our work group have been chosen, they will attend an orientation session that we will design for this group.  

One of the firsts tasks of this work group will be to gather any existing policies the SEAL agencies may have.  While we are accomplishing this task, we will begin the work of creating a tool by which any existing policies/procedures can be evaluated.  We will explore ways in which to measure the effectiveness of the current policies/procedures.  This will also involve the development criteria that will be used as we design new policies/procedures.  As these are created or revised, key decision makers in each of the SEAL agencies will have the opportunity to vet these policies.  Upon completion of the policies/procedures, they will be submitted to the Office on Violence Against Women (OVW) for review and approval.  

We acknowledge that while policies/procedures are essential, an equally important part of systemic change must include education and training.  We will develop training to support the new and/or revised policies/procedures.  Included in our education and training plan will be a mechanism for evaluation and feedback from stakeholders.  Finally, we recognize the necessity to create a process by which on-going education and training will become part of the culture of each of our agencies.

Once we have had the opportunity to create and/or develop policies/procedures (and instruments for evaluation) in our SEAL agencies, we will focus our efforts in the local sexual assault centers located in our pilot site locations in Lake Charles and Many.  We anticipate that we will work with stakeholders in the sexual assault centers using the same model that we did in our own SEAL agencies.  It should be noted however that during the needs assessment process we learned that there are currently no policies that address mandated reporting or reasonable accommodations.  We will therefore work exclusively on the creation of new policies/procedures that will mirror those developed in our SEAL agencies (as appropriate).  We expect our work group will include middle management staff that also have direct service responsibilities in the sexual assault centers.  Further, any policies/procedures created by this work group will be vetted through key decision makers at the sexual assault centers prior to being presented to their boards of directors for final approval.  As with our SEAL agencies, we will create a process by which on-going education and training will be initiated.  

The Mission of the SEAL project is to ensure that people with disabilities and D/deaf people in Louisiana, wherever they live, who have survived sexual assault, have timely and coordinated access to appropriate services.  This will be achieved by changing organizational cultures within our own agencies on a statewide level, as well as in select local communities, to make issues regarding sexual assault of people with disabilities and D/deaf people a priority through (in part)

· Developing and improving policies and practices within the disability advocacy and victim services delivery systems.

· Improving the accessibility and responsiveness of disability advocacy and sexual assault service delivery systems for people with disabilities and D/deaf people who are survivors of sexual violence.

The creation and/or development of comprehensive policies/procedures are fundamental when designing services to meet the needs of survivors with disabilities and to achieve the SEAL Mission. These policies/procedures will be incorporated in the fabric of our work and will continue to inform the work that is accomplished in Louisiana. In the development and enhancement of the policies and procedures we have identified, we believe our SEAL agencies and our pilot site agencies will be more responsive to people with disabilities that have experienced violence.  Policy and procedures evolve into practices and standards by which agencies operate.  It is in the day to day operations that services are provided.   Personnel may change; however policies and procedures remain constant.

Timelines to accomplish this initiative can be found in Appendix A.
Short/Mid-Term Initiative #2:  Enhance Organizational Environments (physical, attitudinal, communication, and programmatic) to provide safe, welcoming, and accessible services to people with disabilities who have experienced sexual violence.
During the needs assessment process, it was obvious that issues of safety and trust are of paramount importance to people with disabilities, survivors, and direct service providers.  People with disabilities as well as survivors made it clear to us that they need a location to receive services in which they feel safe and to receive services by staff they trusted.  Staff also must feel safe when providing services to survivors and people with disabilities.  We also learned that survivors and people with disabilities need to feel they are receiving services in an environment where they feel welcomed, respected, and comfortable.  Finally, services need to be provided in safe and accessible locations, should that be in an office, a home, or another location.

We will begin our work on this initiative during the short term time frame (June - September 2012) within our SEAL partner agencies.  We believe that the lessons learned in the assessments of our SEAL agencies will inform the work that we will do in our pilot sites.  As agents of change, we will begin working in our own agencies on needs identified in the safety and access reviews that will be conducted.  Our first task will be for SEAL collaborative members to develop criteria for a work group, as well as roles and responsibilities for group members.  These criteria will be used to identify additional members of each SEAL partner agency, as well as people with disabilities and survivors, who may contribute to the success of the initiative.  Once the criteria for membership and roles and responsibilities have been developed, additional members will be invited to join the work group.  An orientation will be developed and delivered to the work group in order to clearly define the work ahead.

After establishment of the group members, the work group will begin the task of identifying existing safety and access tools that would be appropriate for use by the SEAL in the partner agencies.  The SEAL will enlist the assistance of the technical assistance provider (Vera Institute of Justice) in locating viable, usable tools that could be used by the work group when conducting reviews in the SEAL agencies.  Our goal is to provide safe and accessible services to persons with disabilities who have experienced violence.  We will select an appropriate tool previously approved and used by OVW and used by other grantees and proven to be effective.  After selecting the most appropriate tool, work group members will be trained to use the tool and conduct the reviews.  Following the training, group members will schedule reviews with agency-specific liaisons and disseminate pre-site survey/assessment instruments to appropriate staff members at each SEAL agency.  Work group members will then conduct reviews at each SEAL agency.

Upon completion of the reviews, each work group will be de-briefed with the team conducting the review and an analysis will be developed.  The findings will be prioritized with short/mid-term and long-term initiatives.  The findings will be compiled into a report format and shared with key decision makers (leadership/management) at each SEAL agency for input.  Following this vetting process, the report will be revised if necessary.  The final report will be submitted to OVW for final approval.  Upon approval by OVW, the work group will create a plan for implementation of the proposed changes.  The final step in this process will be the implementation of the initiatives identified.

This work group will draw upon the lessons learned during the safety and access reviews conducted within the SEAL agencies to develop a new tool that will be used in rural programs.  This work will be done during the mid-term time frame of our initiatives (October 2012 - September 2013).   We want to ensure that the tool developed will be appropriate and useful for our rural pilot sites.  After development, we will submit the tool for review and approval from OVW.  Upon receiving approval from OVW, we will schedule reviews with liaisons at each pilot site location. We will disseminate pre-site survey/assessment instruments to appropriate staff members at each center.  Work group members will then travel and conduct reviews at each pilot site.  Following the on site review, work group members will then meet to debrief and analyze our findings. Reports will be prepared that include the findings with short/mid-term and long range initiatives and shared with our pilot sites.

The Mission of the SEAL project is to ensure that people with disabilities and D/deaf people in Louisiana, wherever they live, who have survived sexual assault, have timely and coordinated access to appropriate services.  This will be achieved by changing organizational cultures within our own agencies on a statewide level, as well as in select local communities, to make issues regarding sexual assault of people with disabilities and D/deaf people a priority through (in part):
· Working to ensure that voices of survivors with disabilities help shape the design and delivery of services.

· Improving the accessibility and responsiveness of disability advocacy and sexual assault service delivery systems for people with disabilities and D/deaf people who are survivors of sexual assault.

Survivors and people with disabilities have identified the provision of safe and accessible services as a key factor when services are needed and desired by this population.  Benefits that will be achieved through accomplishment of this initiative will inform the future of our work and improve accessibility to the service delivery system long past the life of this grant cycle. 

Timelines to accomplish this initiative can be found in Appendix B.

Short/Mid-Term Initiative #3:  Build Capacity of Organizations and Direct Service Staff for working at the intersection of sexual violence and people with disabilities (knowledge; skills, comfort; confidence.)

Knowledge is an essential element in the SEAL’s collaborative response to the need for viable, sustainable, systemic change in the service delivery systems in Louisiana that serve survivors with disabilities.  This resonated throughout the information shared with the needs assessment team by SEAL agency staff at every level of their organizations and in the pilot site locations.  By placing emphasis on knowledge, skills are enhanced, comfort level is raised, and the result is greater confidence in providing safe and accessible services at the intersection of violence and disability.  

We will begin our work on this initiative within our SEAL partner agencies.  Our agencies have all developed education and training materials on topics in which each respective partner has expertise. It is essential that we share this expertise with the staff members who are part of our SEAL agencies.  By developing education and training materials and sharing those with our staff members, we will receive feedback on the materials.  This will provide opportunity for enhancement of the materials prior to use in the pilot site areas.  As with our other initiatives, our first task will be to organize a work group made up of our SEAL collaborative members.  SEAL collaborative members will develop criteria for this work group, as well as roles and responsibilities for group members.  These criteria will be used to identify additional members of SEAL partner agency stakeholders, as well as pilot site sexual assault center stakeholders.  Once the criteria for membership and roles and responsibilities have been developed, additional members will be invited to join the work group.  An orientation will be developed and delivered to the work group in order to clearly define the work ahead.

Our work group will identify current training within our SEAL partner agencies.  We will develop criteria by which current training curricula will be assessed.  These criteria will be used to evaluate our current curricula as well as identify gaps.  We will then create or enhance curricula based upon information we receive when using the criteria developed.  A training plan will be developed that will include mechanisms for evaluation and feedback.  We will share our plans for staff education with key stakeholders and leadership in each of our SEAL organizations, revising if necessary, and then finalizing and gaining approval from these agency leaders prior to submission to OVW for review and approval.  Upon approval by OVW we will schedule and deliver the trainings.  Our final step in this process will be to create a process by which the training curriculum will be embedded into the on-going education and training component of each SEAL agency, thus further ensuring that the importance of work at the intersection of violence and disability is acknowledged and rooted in the culture of each SEAL agency.

We will also work to build the capacity of the agencies (APS, Advocacy Center, and Sexual Assault Centers) in the pilot site areas and everyone involved in the service delivery system that work at this intersection.  This is a particularly difficult challenge due to the fact that staff in these locations have limited resources available in their areas.  We will therefore tailor the SEAL partner training package to the needs of a more localized, rural setting.  As repeatedly indicated in our needs assessment, the pilot site agencies are unaware of the resources available to survivors with disabilities from the SEAL partner agencies.  These education and training opportunities will be designed to build organizational knowledge so that all involved agencies can better meet the specific needs of survivors with disabilities. We will vet the training package through the key decision makers/leadership in each sexual assault center and make changes as needed.  The product will be submitted to OVW for review and approval.  Upon receiving approval from OVW we will schedule and deliver the training curriculum to the local sexual assault center pilot sites.  The final step for this initiative in the pilot sites will be to create a process by which the training curriculum will continue on a consistent basis.

The Mission of the SEAL project is to ensure that people with disabilities and D/deaf people in Louisiana, wherever they live, who have survived sexual assault, have timely and coordinated access to appropriate services.  This will be achieved by changing organizational cultures within our own agencies on a statewide level, as well as in select local communities, to make issues regarding sexual assault of people with disabilities and D/deaf people a priority through (in part):

· Fostering learning, knowledge, and respect among the collaborative partners on issues related to disability, D/deaf culture, and sexual victimization.


Building organizational capacity within the SEAL agencies as well as the pilot site agencies will create the cultural shift that we anticipate will be achieved via this objective.  We believe this will lay the foundation for safe, welcoming and accessible services for survivors with disabilities long past the life of this grant cycle.  

Timelines to accomplish this initiative can be found in Appendix C.

Short/Mid-Term Initiative #4:  Enhance Organizational Relationships and Capacity to Collaborate at the State and Local Levels

The SEAL team heard from each group that participated in the needs assessment process the clear and consistent message that collaboration was needed and desired.  These groups included SEAL agency staff as well as local sexual assault center participants (from leadership through direct service).  They all reported a critical need to become aware of and to access community resources in their respective areas.  Further, they expressed a strong desire to form local collaborations (mirroring the SEAL statewide collaborative) in order to facilitate a more formal resource sharing relationship.

As with our other initiatives, we will develop criteria for the creation of a work group.  An outline will be developed that will set out roles and responsibilities of group members.  We will identify and select members of the work group from our SEAL partner agencies as well as our pilot sites.  Work group members will be recruited.  We will develop an orientation for this group and the orientation will be delivered to the work group.

Unlike our other initiatives, we will begin working in our pilot site areas first.  There are several reasons we are proposing this course of action:

1. Our SEAL agencies have been working together for almost four years.  We believe we have established initial relationships that will allow us to focus our immediate attention on the needs of our pilot site locations.

2. Our pilot site locations (including the sexual assault center, Adult Protective Services, and Advocacy Center staffs) have not had the opportunities for interaction with each other and have expressed a strong desire to begin to work collaboratively as soon as possible.  At this time there is no other funding source by which this can be accomplished.  We would like to meet this expressed need and capitalize on the enthusiasm expressed by the various agency staff members.

At present there are no opportunities for collaboration in the pilot site areas other than in case specific situations; therefore, we will begin our work in these areas by creating a process and engaging the pilot sites in collaboration building activities (structured meetings, agendas, etc.)  We anticipate these local collaboration activities will occur on a monthly basis and hosting these activities will be rotated among the pilot site agencies.  We will facilitate and develop criteria for meaningful participation in local collaborations that will include the development of a collaboration charter, goals and objectives, etc.  SEAL members will facilitate these local collaboration meetings.  These will be included in a tool-kit that will be developed for the local collaboratives.  This tool-kit will be sent to OVW for review and approval.  Upon approval by OVW, the tool-kit will be used by the local collaboratives and the SEAL will facilitate on-going activities at the local level.  At present there are no opportunities for collaboration in the pilot site areas other than in case specific situations.  The formation of local collaborations will provide the pilot site agencies opportunities to create and maintain meaningful relationships.

We will also work to strengthen and formalize relationships between the SEAL organizations.  This will be accomplished by the creation of a mechanism by which we will share training opportunities within the SEAL agencies.  SEAL agencies currently use a variety of training venues and techniques, including informal lunchtime “brown bag” sessions, interactive video conferencing, as well as structured, formalized in-person sessions.  We plan to explore ways in which our staff members can take advantage of training opportunities on a statewide basis without incurring travel expenses (including travel time, lodging, mileage, etc.)  We anticipate developing Memorandums of Understanding that will sustain the relationships that we have cultivated between our SEAL partner agencies long after the end of this grant cycle.  Further, we will plan to explore opportunities for participation on disability and/or violence- related councils and tasks forces.  We believe these joint efforts will intensify the understanding of the issues at the intersection of disability and sexual violence.  This could also include the development of: 

· Joint performance standards that address issues of accessibility and safety for survivors with a disabilities;  

· Future shared projects and grant opportunities;

· Continued evaluation of our service delivery system.
Finally we will continually investigate, create, and develop opportunities for deepening and sustaining the relationships between our SEAL partner agencies. 

The Mission of the SEAL project is to ensure that people with disabilities and D/deaf people in Louisiana, wherever they live, who have survived sexual assault, have timely and coordinated access to appropriate services.  This will be achieved by changing organizational cultures within our own agencies on a statewide level, as well as in select local communities, to make issues regarding sexual assault of people with disabilities and D/deaf people a priority through (in part):

· Creating and maintaining sustainable collaborative efforts among disability advocates and the sexual assault service delivery systems and other entities as appropriate as the statewide, multi-jurisdictional level;

· Fostering learning, knowledge, and respect among the collaborative partners on issues related to disability, D/deaf culture, and sexual victimization;

· Improving the accessibility and responsiveness of disability advocacy and sexual assault service delivery systems for people with disabilities and D/deaf people who are survivors of sexual violence.


Timelines to accomplish this initiative can be found in Appendix D.
Long Term Initiatives
The implementation of the short and mid-term initiatives that have been identified will serve to strengthen our existing SEAL partner agencies as well as provide a platform for future work together.  Two of our three partner agencies (AC and LaFASA) have worked in partnership and in collaboration in some capacity for ten years.  Our third partner (APS) has also worked with AC and LaFASA in individual case situations for many years.  We anticipate sustaining and growing these relationships in the future.  This grant opportunity has given our agencies the chance to explore our mutual desire to better serve individuals at the intersection of disability and violence.  

Opportunities for future initiatives have emerged at each step in this collaborative process.  The SEAL has identified several Long Term Initiatives that we believe would enhance our existing work:

Formation of additional local collaborations

The replication of local collaborations in other communities around the state of Louisiana will further the Mission and Vision of the SEAL.  At present, there are no other partnerships or collaborative efforts that work at the intersection of violence and disability.  We believe the lessons learned in working with our pilot site locations will provide us fundamental tools that can be used as we continue our work on a statewide basis.  These partnerships will provide a roadmap to the successful formation of additional local collaborations in Louisiana. It is clear to us that the process of agencies partnering together can and do create sustainable, viable systemic change.  This systemic change will afford the provision of safe, welcoming, and accessible services to survivors with disabilities in our state.
Public Policy/Legislative initiatives
The SEAL clearly understands that these types of activities are outside the scope of this grant; however, we anticipate continued influence in public policies and statutes that impact people with disabilities, people who have experienced sexual violence, and those who are at the intersection of disability and violence. Two of our three partners (AC and LaFASA) are already involved at some level in both state and federal policy development and monitoring.  Our third partner, APS, is a state agency and is thus prohibited from any type of legislative influence.

During the Needs Assessment it was noted several times from different participants that if the Louisiana Children's Advocacy Centers around the state would agree to interview adults with developmental disabilities, it would dramatically increase accessibility for survivors with DD/ID.  While some suggested that a new law or policy requirement was the easiest way to facilitate this change, it is anticipated that using a collaborative and relationship building process could create the same positive effect as a change in the law.
Addition of New SEAL Partner(s)

When this initial grant was written in 2007 we held several meetings at which the subject of project partners was discussed in detail.  We very much wanted to include our statewide domestic violence coalition in our project; however, that group was not in a position to commit to any new projects at that time.  We would like to revisit that discussion at some point in the future.  The domestic violence coalition (Louisiana Coalition Against Domestic Violence - LCADV) has restructured and has once again established itself as a voice of domestic violence victims in the state of Louisiana.  In addition we believe the systemic work being done by LCADV makes that organization a natural “fit” in the work we are doing, particularly since the two pilot sites are dual programs, serving both sexual assault and domestic violence victims.

Sustaining the SEAL Collaboration

We believe the work we have set out in our initiatives to be sustainable long after the life cycle of this grant period.  The Memorandums of Understanding between the SEAL agencies that will be developed are just one example of how we plan to continue the work that we have begun.  Continuing Education of and by our staff members will allow each agency to continue to share much need training resources.  We will continue to seek additional funding from state, federal, and private sources to enhance the work we have begun.  Additional funding to sustain the work will be easier to procure considering the information we obtained in the Need Assessment and the important initiatives we have identified in the Strategic Planning document.  

Conclusion

Four years ago, our collaborative journey began with our Vision - People with disabilities and D/deaf people in Louisiana, wherever they live, who have survived sexual assault, have timely and coordinated access to services.  These services address their needs and empower them, and are provided by skilled, caring, and respectful advocates.  It is with this vision always in our hearts and minds that we developed our Collaboration Charter, Narrowed our Focus, conducted our Needs Assessment, Reported the findings of our Needs Assessment, and finally brought us to this Strategic Plan.  Each step in this journey has brought us closer to understanding what is needed to bring viable, systemic systems change at the intersection of violence and disability.  
This journey would not have been possible without funding from the Department of Justice, Office on Violence Against Women.  The technical assistance provided to us by the Vera Institute of Justice has been invaluable.  We commend the leadership and management from the three SEAL partner agencies - Adult Protective Services, Advocacy Center, and the Louisiana Foundation Against Sexual Assault - for their support and guidance in this journey.  We are grateful to the sexual assault center pilot sites for opening their doors to us and making us feel welcomed, respected, and safe.

Most importantly we are indebted to the individuals who trusted us to tell their stories that will give us the information we need to design systemic change that will bring viable, sustainable change in the service delivery system as it relates to people who have disabilities or who are D/deaf and survivors of sexual violence.  

We look forward to implementing the initiatives we have outlined in this Strategic Plan.  We believe these initiatives to be stepping stones on a path toward true systemic change in Louisiana.
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