The Praxis Safety and Accountability Audit

Sample Safety Audit Grant Proposal

[NOTE: Throughout this sample grant proposal, a consultation relationship with Praxis is described—one that supports the local Audit process. Praxis provides a wide range of support to Audit communities, from none at all to significant involvement. This relationship is entirely optional; we included the language here merely to help you describe that consultation if you choose to go that route.
Also, this fictitious Audit team proposes to examine its 911 and law enforcement response to domestic violence. You, of course, will substitute your community’s Audit scope.]
Background

Praxis International has developed and pioneered the use of the Safety Audit process as a problem-solving tool for communities that are interested in more effective intervention in domestic violence cases. The Safety Audit is tool used by interdisciplinary groups and domestic violence advocacy organizations to further their common goals of enhancing safety and ensuring accountability when intervening in cases involving intimate partner violence. Its premise is that workers are institutionally organized to do their jobs in particular ways—they are guided to do jobs by the forms, policies, philosophy, and routine work practices of the institution in which they work. When these work practices routinely fail to adequately address the needs of people it is rarely because of the failure of individual practitioners. It is a problem with how their work is organized and coordinated. The Audit is designed to allow an interagency team to discover how problems are produced in the structure of case processing and management. 

The [Our Community] Safety and Accountability Audit will serve as a tool to analyze and identify systemic problems, to evaluate the effectiveness of our response in enhancing victim safety, to plan steps needed to improve our community response to domestic violence, and to build positive inter-agency relationships through the establishment of a non-hostile, problem-solving team process.

Partners in the project are [Agencies X, Y and Z]. Agencies participating in the Audit team would commit their representatives to two days of training, plus an hour a week over the course of the project. Training and consulting would be contracted to the Praxis International and would be modeled on the Praxis Safety and Accountability Audit. Most of the work would be performed by an Audit Coordinator, who would be the main contact with the consultants. The Audit Coordinator will prepare for the 2-day training by providing the consultants with statutes, relevant policies, forms and other documents. The Audit Coordinator will also map the criminal justice system and schedule interviews, observations and ride-alongs of team members during the course of the Audit, which would occur over a period of six months. 

This Safety Audit proposal focuses on pretrial processes because the CCR committee has concentrated its work in that area. It is the intention of the group, however, to expand the Safety Audit process in following years if the pilot demonstrates its usefulness to the participants.

The Audit Process 

The interagency Audit team, or the working group, will be comprised of representatives of project partners who have committed to the Audit process by signing a Memorandum of Understanding [See Attachment X: Memoranda of Understanding]. The team will maintain responsibility for collecting and analyzing data and crafting the Audit’s final recommendations. The team will meet twice monthly during the project, with responsibility for completing work assignments between meetings. The Audit will occur over six months after which the Audit Coordinator and team will prepare a report on the Audit and recommendations for systemic changes.

1) Mapping: The first task of the Audit team will be to determine the scope of the Audit and create a series of maps that break down the complicated system of case processing into its different institutional stages. In turn, each of these stages is broken down into smaller subsets or points of institutional action. These maps guide subsequent Audit team observations and interviews with agency staff, and chart the paper trails generated by agency staff. 

2) Interviews & Observations: The Audit team members and consultants interview practitioners and observe practices within the present system. Both methods are important tools. Interviews alone typically elicit descriptions of what people are supposed to do, but commonly ignore important actions that people actually undertake. Observation, combined with interviews, ensures that Auditors draw a faithful map of the points of institutional action that are really in use. Auditors and agency staff members play co-investigative roles. Auditors emphasize to staff that their perspectives and insights into their own jobs are very helpful and encourage them to state their views on how victim safety can be better served. 

3) Text Analysis: Experiential methods only go so far in drawing an accurate map of how a victim’s experience becomes interpreted by the system. To complete the picture, Auditors look at how the paper trail created by each agency serves these goals. Written reports eventually substitute for a victim’s experience, so an analysis of what they leave in(and leave out(is essential to the Audit process. Since a victim’s experience is affected by how documents are used within a system, it is important to look at every form that is used, produced or referenced at each point of institutional action.

Who will Implement the Project

The Audit Coordinator will work 20 hours a week for the duration of the project. The Coordinator will schedule and oversee all meetings of the Audit team and coordinate its work with the consultants and trainer. The Coordinator will be responsible for all organizational matters and paperwork and will submit all documents such as organizational maps, statutes, police department policies and forms to the consultants in advance of the training. The Audit Coordinator will meet with agency supervisors to explain the Audit process. The Audit Coordinator will be responsible for arranging and scheduling all interviews and observation through a person designated by each participating agency. The Coordinator will also oversee the writing of the Audit final report. [See Attachment X, Audit Coordinator Job Description.]
Community Partners: Law enforcement, court, advocacy and other agencies participating in the Audit will be asked to sign agreements to designate and provide time for a staff member who is interested and committed to the goals of this project to actively participate as a member of the Audit team. The designated staff member will attend the Audit training, participate in interviews and observations, and participate in Audit team meetings to analyze the data that is collected and to make recommendations for system changes, if needed. [See Attachment X, Audit Team Job Description.]
The MOU will include a commitment to provide written information and documents to the Audit Coordinator and Praxis that the (agency head or her/his designee) determines is a) reasonable and b) will not compromise the safety of any victims. The Audit Coordinator will agree that any documents provided by participating agencies that have identifying features of individuals, including officers, will be redacted (made anonymous). The analysis of documents will use excerpts from the reports, but will not identify any person or agency involved with the cases. 

Participating agencies will also agree to allow Audit team members and Praxis consultants to interview and ride-along (or sit-a-long with 911/dispatch) law enforcement officers in order to observe how domestics and similar cases are handled. The Audit Coordinator will arrange for all ride-a-longs through a person designated by the (agency head or designee).

Lastly, participating agencies will agree to review Audit team findings and recommendations and work with the Audit team to implement recommended changes to the fullest degree possible.

Praxis International will be contracted to provide a range of services to ensure the Audit’s success. The package of services, which will be tailored to our community’s specific needs, will include: guidance in deciding on the scope and organization of the Safety Audit, training and consultation as needed for the on-site Audit Coordinator, training on-site for the Audit team members, guidance on organizing the Audit activities, text analysis of relevant documents, consultation on developing recommendations for change and writing the report on Audit findings, and ongoing consultation on the implementation of recommendations. Consultations will be conducted on-site and through individual or conference calls.

In September 2002, the U.S. Department of Justice, Office of Violence Against Women (OVW) selected Praxis to provide technical assistance on the use of Safety and Accountability Audits to OVW grantees wanting to expand their knowledge of Safety Audit methods and to develop their capacity to conduct successful Audits. Under this technical assistance grant, Praxis provides a wide variety of resources and training opportunities.

Project Goals & Objectives

Goal #1: Hire an Audit Coordinator through a competitive bidding process
Objectives: Administration of the Audit by a person familiar with law enforcement, versed in the Praxis Safety and Accountability Audit, with previous experience administering grants, coordinating community groups and writing reports.
Goal #2 Form an experienced, interagency Audit team

Objectives: Direction and performance of Audit in a professional and objective manner, with an outcome that will reflect teamwork and interagency cooperation; with recommendations that will derive from a non-confrontational process that draws upon the experience and suggestions of members of the law enforcement community.
Goal #3: Define the scope of the Audit
Objectives: Draw upon the expertise of the Audit team members and their connections to the law enforcement and advocacy communities to focus the Audit on an institutional point or points most need of attention and within the resources of the project.
Goal #4: Gather from law enforcement agencies and transmit to Praxis International relevant statutes, law enforcement agency texts and forms
Objectives: Provide consultants with documents for analysis in advance of two-day training session for Audit team.

Goal #5: Participate in a two-day training session conducted by Praxis International

Objectives: To insure highest standards are followed by providing training for Audit team by foremost authority on safety and accountability Audits prior to the Audit; to familiarize consultants with individuals and organizations participating in Audit process.

Goal #6: Conduct the Audit by scheduling observations, interviews, focus groups and ride-alongs over a six-month period.

Objectives: Utilize the limited time resources of Audit team members to thoroughly examine the pretrial process; to foster cooperation by explaining the purpose of the Audit to law enforcement participants; to inform the Audit process and any problems that may arise by consulting with Praxis International.

Goal #7: Audit Coordinator will produce detailed and organized records of all observations, interviews, documents, text analysis and recommendations.

Objectives: Maintain a comprehensive and current record for review and comment by Audit team, participating law enforcement agencies and the CCR group. To maintain an open Audit process accessible to participants. To invite participation in recommendations for final report.

Goal #8: Produce a final report including recommendations for institutional change and suggested implementation schedule.

Objectives: Create a document that is reflective of a collaborative teamwork process in which the Audited agencies participated and therefore includes their insights. Enhance feeling of ownership by individuals in law enforcement in recommendations for institutional change and thereby increase the likelihood that recommendations will be implemented.

Goal #9: Audit Coordinator to meet individually with supervisors/managers to discuss recommendations and their implementation.

Objectives: Build on relationships developed during Audit process to further enhance the potential for acceptance of recommendations; assure that individuals in key positions have personal contact with the Audit Coordinator to hear recommendations that specifically apply to their agencies; reinforce the collaborative and inclusive process that led to the recommendations.




Project Implementation

We envision that the Coordinator’s position will be advertised and the candidate selected prior to the [Date] start of the project. XYZ agency will write the job description, advertise it, interview the candidates and make the final hiring decision.

Within two weeks of the project’s start, the Audit Coordinator will convene the Audit team and contact the consultants. The Audit team will have approximately ten members, including the Coordinator, whose agencies have committed through Memorandums of Agreement to conduct the Audit and to cooperate by providing texts and access to staff. 
The Audit will be conducted over twelve months, from January through December, with Audit team members spending an average of one hour a week conducting interviews, observations, focus groups or ride-alongs during the data collection period. The Auditors will take thorough notes and participate in team debriefing and analysis sessions facilitated by the Audit Coordinator. The Coordinator will compile and organize this information as part of the ongoing Audit. 

The Audit Coordinator will maintain regular contact with the Praxis Consulting team throughout the project for advice in conducting the Audit and preparing recommendations and a suggested implementation schedule.

Upon completion of the Audit, the Audit team will meet twice a month to draft and review the final report, as directed by the Audit Coordinator. The first draft of the report will be completed and distributed to agency supervisors by [Date].
Project Timeline
	Task
	Person/agency responsible
	When completed

	Audit Coordinator hired
	
	January 1, 2009

	Audit team convenes for first time
	Audit Coordinator
	January 2009

	Audit consultants contacted
	Audit Coordinator
	January 2009

	Collection of law enforcement documents and transmission of documents to consultants
	Audit Coordinator
	January-March 2009

	Scheduling of bimonthly Audit team meetings, training session and notification of necessary parties
	Audit Coordinator
	January-March 2009

	Two-day training session of Audit team by Praxis International
	Praxis International
	April 2009

	Debriefing of Audit team on Praxis training
	Audit Coordinator
	April 2009

	Audit data collection conducted
	Audit team
	May-Sept. 2009

	Post Audit meetings of Audit team to advise Coordinator on preparation of final report
	Audit team
	October 2009

	Distribution of first draft of final report
	Audit Coordinator
	October 2009

	Approval of final report
	CCR group
	November 2009

	Coordinator meets with agency supervisors to discuss report recommendations
	Audit Coordinator
	December 2009

	Coordinator produces report on supervisors’ comments on Audit process, report’s recommendations, and potential for implementation
	Audit Coordinator
	December 2009
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