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Introduction


Despite heightened public awareness, federal initiatives and attempts to legislate it away, family violence is clearly recognized as presenting a major problem facing law enforcement agencies, our communities, and our country.  Research in the field has clearly demonstrated family violence has a chronic adverse impact upon the victims, their families, and our society.  


Local law enforcement agency leaders must take proactive and preventative steps to either prevent family violence or to intervene early to do as much as possible to ensure violence in the home is stopped.  Steps must be taken to intercede and take action in the lives of children who are exposed to situations involving family violence.  By doing so, the “cycle of violence” will be broken and these children will not follow a path resulting in them becoming perpetrators of family violence in the future.  Local law enforcement leaders must initiate action that will not only have a positive impact on this problem immediately but will also have a positive impact on our communities in the decades to come.


The best hope to accomplish this emerged in the City of San Diego, California.  Eight years ago, a small group of national leaders in the area of family violence investigation, prosecution, and prevention came together and began work toward the realization of a shared vision, the establishment of the San Diego Family Justice Center.  In 2002, their vision became a reality with the opening of the first Family Justice Center in the nation.  The idea was simple.  Making it happen was not.    

The City of San Diego is a large city with a population of 1.4 million and an annual budget of nearly $865,000,000.
  What chance would law enforcement leaders from small or medium size cities have of establishing such a center?  How might they go about doing it?  What are the keys to success?  What obstacles might be encountered?  To answer these questions, we will look at how the City of Anaheim, California, a medium-sized city, was able to create a Family Justice Center, based on San Diego’s model, in less than two years.  We will also assess how such a model can be an answer for those seeking similar results in their communities.
The Problem


The term family violence covers a number of different types of crime categories.  It includes child abuse and neglect, domestic violence, and certain crimes involving sexual assault. Since the 1970’s, family violence has been recognized as a “major problem facing law enforcement, our communities, and our country.”
  As an example of the magnitude of the problem, between the years 1998 and 2002 there were roughly 3.5 million violent crimes committed against family members.  During those four years, family violence accounted for 11 percent of all reported and unreported violent crime.


In an examination of the nearly one million violent crimes committed against persons by their current or former spouses, boyfriends, or girlfriends in 1998, it was found that 85 percent of the victims of these crimes were women.  The study also revealed that, in 1998, 11 percent of all murders nationwide were intimate partner homicides and 33 percent of women murdered were killed by an intimate partner.
 

In the year 2003 in the United States, 906,000 children were victims of child abuse or neglect.  This is an average of 2,482 children each day; 103 every hour.  Of this number, more than 1,500 children died that year due to child abuse or neglect.


All too often, family violence involves sexual assault.  In a study of sexual assault among intimates, it was found that 14% to 25% of women reported they were sexually assaulted by their intimate partners at some time in their relationship.  The study also found that 68 percent of women who were physically abused by their partners had also been sexually assaulted by them.

The Impact 

The negative impact of family violence does not stop with the perpetrator and victim and extends much further than the physical injuries suffered by victims, even though sometimes severe or even fatal.  According to a recent report by the National Institute of Justice, “Much researcher/practitioner attention has been shaped in part by two considerations: increased recognition of a multitude of interrelated antecedents to being victimized and to offending; and the realization that the consequences of violence extend well beyond the lives of the women victims into the lives of their children and other family members, friends, and society as a whole.”
  

Research in the area of family violence has clearly determined that children exposed to neglect, physical abuse, sexual abuse, or violence in the home are highly likely to suffer a number of negative long term effects to include physical health issues, mental health issues, relationship difficulties and learning difficulties.  In addition, children who are exposed to family violence suffer long term negative impacts that last far beyond the healing of any physical injuries.  They are drawn into a cycle of violence resulting in further, future victimization.  When compared with children who are not exposed to family violence, these children are much more likely to experience a range of negative health outcomes, indulge in high risk behaviors, and to become violent as adults.
  Children who are exposed to family violence suffer negative social, emotional, and cognitive developmental effects that persist into adulthood.

In a study of physical and sexual intimate partner violence against women, researchers found that, “Physical and sexual assault mark the lives of a significant segment of American teenagers and young adults; early victimization, whether by a family member, other adult, or peer tends to lead to repeated victimization later in life.”
  The study also found that women who were the victims of physical or sexual assaults during childhood and adolescence were at a much higher risk of becoming involved in future abusive dating relationships in high school and college.

 Studies conducted by a number of different researchers utilizing a wide variety of research methods consistently conclude that persons who suffered maltreatment as children, or who were exposed to family violence as children, are more likely to be arrested as adults for committing crimes of violence and property crimes.  A study funded by the National Institute of Justice concluded that children who are victims of abuse and neglect are 53 percent more likely to be arrested as a juvenile and 38 percent more likely to be arrested as an adult.  The study also found that children who suffer abuse and neglect are 38 percent more likely to commit a violent crime.


Another study conducted by the Office of Juvenile Justice and Delinquency Prevention found that adolescents who are raised in homes where they are exposed to family violence are twice as likely to commit violent crimes than are adolescents raised in homes without violence.


There is little dispute regarding the far-reaching negative impact of family violence in our communities and our country.  Public and private agencies and organizations, as well as local, state and federal agencies, have instituted a number of systems and programs in an attempt to reduce or prevent family violence.  Unfortunately, the current systems and programs in place suffer from a number of problems that make them both inefficient and less effective than intended. 

Problems with the Current System


Currently, there are a lot of different public and private organizations dealing with family violence issues.  These entities rarely work together; however, or share information relating to family violence cases, victims and their needs.  There are multiple disciplines working on the problem but they do not do so as a team.  Rarely do they share information or collaborate to decide upon strategies or best practices to address family violence and ensure victims and their families receive the help, support, and services they need. 
As an example of this problem, in 2004, the Orange County, California Grand Jury reviewed procedures in the county regarding the recognition and reporting of child abuse.  After completing its investigation, the Grand Jury found there was no effective protocol to share information among agencies associated with child abuse.  In addition, the Grand Jury determined there was a lack of communication between organizations and agencies dealing with family violence issues in general.  In one case studied, the Grand Jury found that this lack of communication and failure to share information resulted in the death of an infant.

There are a large number of public and private agencies and organizations that provide help, support, services and resources to the victims of family violence, but most victims do not know of the wealth of services and resources that are available to them.  In a review of family violence victim services and their accessibility in one major city, it was concluded that victims, “…often in shock and suffering severe physical, mental, emotional, and spiritual trauma, were being sent on a scavenger hunt to end all scavenger hunts if they wanted to get help.”
  Many victims do not know what kind of services they require until they are put in contact with a service agency professional.  Such a professional assesses the victim’s situation and educates the victim regarding the steps and actions they need to take to put a stop to violence in the home.  In addition, each of these service providers is in a different location.  The result is, at best, a silo system of service delivery for victims and their families.
For victims and their families to gain access to the full array of available services and resources, it is necessary for them to enter the system at some point.  This access point is, unfortunately, usually the result of the involvement of a police agency, either through a contact made with police officers or as a result of the victim going to the local police department for help.  This is a tremendous problem because most victims of family violence do not want the police to become involved.  In fact, one study of domestic violence over a five year period found that only about a half of domestic violence incidents were reported to law enforcement authorities.
  This can be for a number of different reasons.  
A Department of Justice research study concluded that the most frequent reason given for not reporting intimate partner violence to the police was the feeling that it was a private or personal matter.  Other reasons included the fear of reprisal, to protect the offender, the feeling it was only a minor crime, inconvenience, and police bias.
  In addition to these reasons, there are other factors to take into consideration when it comes to the failure of victims to report family violence to the police.  These may include cultural issues, fear or distrust of the police, language barriers, ignorance, negative past contacts, or because the victim is an illegal immigrant and is concerned he or she will be incarcerated or deported and their children will be taken away.    
Victims require services and resources that will result in enhanced safety for themselves and their children, financial aid, legal aid, and batterers’ counseling programs.
  Dealing with the system, however, is quite intimidating.  Even those individuals who are employed by organizations and agencies that are part of the system are unclear as to what steps they would have to take to obtain needed services and resources.  It must be kept in mind that, in most cases, the system victims must deal with involves police departments, the courts, the legal system, and a myriad of governmental agencies, all of which are quite intimidating to the average person. Clearly, the problem required solutions not already in place.
Family Justice Centers

In 1998, a group of national leaders in the area of family violence investigation, prosecution, and prevention began their work to establish the San Diego Family Justice Center, which opened its doors in 2002.  Since it was established, the Family Justice Center has proven to be extremely effective preventing family violence and helping victims and their families.  Due to its success, the Center is a model for similar Family Justice Centers in the United States and abroad.  To date there are an estimated 30 such centers in the United States, Mexico, Canada and Great Britain. 

As envisioned by the San Diego working group, the Family Justice Center concept is based upon the co-location of service providers and community partners working in the field of family violence, all working at a single, centralized, easily accessible location, other than a police department.  At a Family Justice Center, public and private agencies and organizations who share the responsibility of preventing and responding to domestic violence, child abuse, sexual assault, and in some cases elder and dependent adult abuse work together in a true team, multi-disciplinary, collaborative approach to the problem.  Such a location provides a “one-stop-shop” type of center at which victims and their families can receive the help, support and services they so desperately need.

In San Diego, the service providers and community partners include sexual assault detectives, child abuse detectives, domestic violence detectives, Deputy District Attorneys, Assistant City Attorneys, legal aid providers, shelter service providers, representatives of faith based organizations, financial aid providers, counselors, victim advocates, children and family services, elder and dependent adult services, probation officers, a forensic medical unit, and other victim and family service providers. 


A large component of the Family Justice Center concept involves training, public education and awareness directed at the prevention of family violence.  Family Justice Centers across the nation place a high emphasis on programs wherein information relating to the prevention of family violence is provided to the public through classes, media campaigns, public events, handouts, pamphlets, school programs, volunteer academies, conferences, community meetings, etc.  Bringing together a large number of providers and partners at a Family Justice Center allowed the San Diego consortium to pool resources and consolidate efforts for training and education.

The establishment of the Family Justice Center directly addressed many problems with the current system.  One of the most important was the development of a system through which there is truly a team, multi-disciplinary, collaborative effort to prevent and respond to family violence in the community.  This resulted in an improvement of communications and coordination amongst all of the public and private organizations working in the area of family violence or those that provide services to victims and their families.  In their report on collaborative efforts towards resolving family violence, Andrew Giacomazzi and Martha Smithey state, “The collaborative approach to family violence recognizes that crime problems and their effects on victims are not solely a law enforcement matter.  Through the formation of partnerships, typically within the context of community policing, a comprehensive, co-productive approach to family violence is currently viewed as a promising way to reduce the occurrence of family violence”.
  San Diego’s effort has done just that.
Victims of domestic violence tend to have more positive outcomes and benefit the most when the criminal justice system and nonprofit and community-based agencies collaborate and coordinate their efforts.  When law enforcement agencies work in conjunction with victim service programs and community agencies in a collaborative effort to address the needs of victims and their families, victims are encouraged to turn to the criminal justice system for assistance; thereby maximizing the potential to break the cycle of violence.
  In San Diego, the Center makes much needed help, services, support, and resources more readily available and accessible to victims and their families.  Victims and their families need to go to only one location to receive the help, services, and resources they need.  In addition, by bringing together these different agencies, organizations and service providers at a location not associated with a police facility, victims are much more likely to go to the Center for help.    
The benefits of establishing a Family Justice Center in a community have been demonstrated by the positive impact such a center had in the City of San Diego.  During its first three years of operation, the City of San Diego has experienced a nearly 50 percent drop in domestic violence homicides.  The Center’s work has also resulted in better investigations, less recanting of victims, higher levels of prosecution, and fewer family violence criminal trials.  The San Diego Head Deputy City Attorney, Tim Campen, reported that family violence trials in 2004 declined from 80 to 30.
  A major factor in this reduction is attributed to the better, more thorough criminal investigations conducted by the team at the Family Justice Center.  Another major factor in the reduction of trials is the fact that victims who receive services at the center are much more likely to participate in the prosecution process.  Prior to the opening of the center, an estimated 70 percent of family violence victims did not want to participate in the prosecution process.  Currently, the opposite is true.  Now, 70 percent of victims are willing to participate.

Another success of the San Diego Family Justice Center is the number of clients receiving help and services at the center.  The first month the center was open in 2002, staff recorded 87 walk-ins.  By 2004 the number had grown to over 600 each month, including 200 children.
Among the greatest benefits experienced by the personnel working at the San Diego Center are the tremendous personal and professional relationships that have been established between the members of the participating agencies and organizations.  These relationships have resulted in a true team, collaborative effort to address and prevent family violence.  These relationships and the overall center atmosphere also result in a healthier, happier work environment and a feeling of shared mission and accomplishment.  This is critically important for individuals who must work daily in the areas of domestic violence, child abuse, and sexual assault.  An added benefit has been the opportunity to help other communities create similar centers for the families of their towns and cities.  One outgrowth of San Diego’s success is the Family Justice Center in the City of Anaheim, California.
The Anaheim Family Justice Center

The City of Anaheim is located 35 miles southeast of downtown Los Angeles in northern Orange County.  Home to Disneyland and two professional sporting teams, the city covers 50 square miles with a population of 330,000.
  The Police Department employs 672 persons, 387 of which are sworn police officers.  Orange County is wedged between Los Angeles County to the north, San Diego to the south and Riverside County to the east.  The County’s 34 cities are policed by 22 different police agencies in a locale with year-round tourism in a generally-affluent community.
In 2004, John Welter became Anaheim’s Chief of Police.  He came to the city from the San Diego Police Department where he was the Executive Assistant Chief of Police.  In San Diego, Chief Welter was instrumental in establishing the San Diego Family Justice Center.  He had experience working in the areas of domestic violence, child abuse and sexual assault.  Having personally witnessed the success of the Family Justice Center in San Diego and understanding the tremendous impact it had in preventing family violence and providing help and resources to victims, Chief Welter set the establishment of a Family Justice Center in Anaheim as a high priority.

The process began in late 2004.  Less than two years later, on October 3, 2006, the grand opening of the Anaheim Family Justice Center was celebrated.  The center is located in an 18,000 square foot, stand-alone building in downtown Anaheim.  It houses police detectives, clerical support personnel, prosecutors, chaplains, social workers, legal aid providers, domestic violence victim advocates, sexual assault victim advocates, children’s services providers, elder abuse case workers, financial aid workers, probation officers, shelter service providers and volunteers. 
The Anaheim Family Justice Center is the first center of its kind in Orange County.  Future plans include the possibility of transitioning from a Family Justice Center serving just Anaheim to a regional center serving the North Judicial District of Orange County.  The Orange County Family Violence Council which was developed by the Superior Court to develop best practices and polices relating to family violence issues has been closely monitoring the progress and success of the Anaheim Family Justice Center project.  Their hope is this Center will be a model for the establishment of other regional centers in Orange County serving all four judicial districts.

Through the establishment of the center, public education and awareness efforts, and in the process of building public support for the project, there have been a number of unexpected positive results.  Upon becoming more aware of the overall problem and the inadequate number of detectives, prosecutors and support staff working on family violence cases, the City increased the number of personnel assigned to the police department’s sexual assault and family violence units by 20 percent.  At the same time, the City Attorney’s Office increased their prosecutorial staff by 25 percent and established a full-time family violence prosecution unit that vertically prosecutes family violence cases.  These personnel increases coincided with the opening of the Family Justice Center.  In addition, other public and private center partners also increased their staffing levels.  

The Anaheim Family Justice Center facility includes a large, state of the art training room which provides the opportunity to initiate a major effort to prevent family violence through public education, awareness and training.  Working both at the facility and off-site, partners provide information and training to schools, community groups, faith based groups, first responders, medical providers, school personnel and other mandatory reporters.  Public education, awareness and training provide opportunities to intervene early and to stop the cycle of family violence.  Research has shown that one of the most effective ways to make a difference in domestic violence situations is to “inform mothers of the potential negative effects of domestic violence on their child’s behavior, followed with appropriate referrals.”

One of the most important positive outcomes resulting from the opening of the Anaheim Family Justice Center was the establishment of better relationships among the members of the many different public and private agencies and organizations working in the area of family violence.  These relationships have resulted in a true, team, collaborative effort.  In addition, it has streamlined the process for participating agencies to acquire sources of outside funding such as grants, endowments, corporate sponsorships and individual donations because they can demonstrate they are part of a greater effort resulting in a much more significant impact.
Based upon the success of the San Diego Family Justice Center and other such centers across the county, the Anaheim team believes that the establishment of the Anaheim Family Justice Center and the future development of additional regional Family Justice Centers in Orange County will have a very positive impact upon the way local law enforcement agency leaders in Orange County address family violence.  It has already resulted in a system that provides enhanced victim safety, better case management, and more thorough investigations leading to more successful prosecutions of perpetrators.
The Journey
From the first serious discussions regarding the project to the grand opening ceremony, it took the City of Anaheim less than two years to make the Anaheim Family Justice Center a reality.  Those familiar with the nightmarish labyrinth of city, county, state and federal bureaucracies, budgets, grant application processes, decision making (or lack thereof) and politics, understand this was a great accomplishment.  How did it get done?

One of the most important factors involved in the success of the project was creating a meaningful and noble purpose and shared vision.  Chief Welter clearly communicated the goal and then left it to the project team to develop the vision of what the center would be and how the project was going to be accomplished.
Shortly after coming together, the project team created a motto for the center, “Working together.  Making a difference.”  The motto acted as a constant reminder of the shared purpose and helped to maintain the proper focus (the motto is now displayed on the dedication plaque affixed to the outside of the center).  No time, effort or money was wasted further studying the problem of family violence.  During the initial meetings on the project it was decided the problem was clear.  Those represented at the meetings were experts in the field.  Each was familiar with the overall problem of family violence in the County and knew of their individual organization’s case loads, staffing levels, crime statistics, arrest numbers, case clearance percentages, and successful prosecution rates.  They were cognizant of the problems with the current systems in place, the lack of communication between agencies and organizations dealing with family violence, the failures of past approaches to address the issue, and the need to make victim services more readily available.  Rather than study the problem, the group concentrated their efforts, time, and energy on the solution, the goal, the purpose.
Buy-in was not difficult to achieve.  The Family Justice Center concept sold itself.  All of those who would be involved in the project, including police personnel, community partners (other agencies, organizations, and departments working in the community to address family violence issues), budget personnel, prosecutors, board members, the City Attorney, the District Attorney, the City Manager, the Mayor and City Council personally visited the San Diego Family Justice Center and met with those who developed and operated the center.  Each came away energized and passionate about the journey they were about to embark upon and knew their efforts would have a positive impact on victims and the future of their community. 
There was a tremendous level of support from the Mayor and City Council Members for the project.  Two Council Members in particular, Lorri Galloway and Richard Chavez, made it clear that the establishment of the Anaheim Family Justice Center was a top priority.  These two Council Members became actively involved in the planning process and contributed a great deal to the success of the center. Strong leadership was critical to the success of the project; leadership from the highest levels of the city and county government all the way to those who were hands on and getting things done.  It seemed all the right people were in the right seats.  

A collaborative leadership team was formed and became the Anaheim Family Justice Center’s Advisory Board.  These board members consisted of leaders, directors, or management personnel representing each of the private and public agencies and organizations that would have personnel assigned to the Family Justice Center.  They were carefully selected with the goal of creating a team whose members shared a high level of trust, a shared vision, passion, and commitment.  The Advisory Board worked to overcome the majority of the issues that arose, provided direction in the implementation of the strategic plan, and currently oversees the operations of the Family Justice Center.
The team did not set out to build a San Diego Family Justice Center in Anaheim.  All of those who played a part in the establishment of the San Diego Family Justice Center are to be commended for opening the first Family Justice Center in the country and for developing a model for other such centers throughout the world.  Anaheim, however, is not San Diego.  Working with the San Diego leaders of this worldwide Family Justice Center initiative and using their center as a model, the Anaheim team set out to develop a Family Justice Center that would meet the unique needs of the Anaheim community.  Such a center would take into account the strengths and weaknesses of the community partners that would participate and the unique population served. 
Every effort was made to keep the project as simple as possible, to not complicate things, to not concentrate on the process, but to concentrate on the results, the outcome.  Along those lines, things came up like needing a Memorandum of Understanding, a procedure manual, a particular contract in place, or running things through the city or county legal processes.  The attitude taken on was to just get it done and worry about all of the bureaucratic and legalistic processes later.  Doing this cut years off of the time it would have taken had there not been an insistence on keeping it as simple as possible.

A professional strategic planner, Judi Adams (who is experienced developing strategic plans for Family Justice Centers in San Diego and across the country), was hired to assist in the process.  This accomplished several things.  Judi provided an excellent resource when deciding what to do and, more importantly, what not to do.  She let the team know where the landmines were.  These included political hurdles, budget issues, turf wars, competition, and the need to ensure we planned for future growth and the inclusion of additional partners and service providers when determining our site space requirements.  She also made clear the need for facility security and victim safety plans.  Having a consultant on board also added a great deal of credibility to the process and gave more weight to the ultimate recommendations made by the Advisory Board (it is amazing what a difference it can make when you can say, “Well the consultant said…”).
Fundraising to support the operations, future growth and sustainability of the Family Justice Center was considered to be very important.  The goal set was to eventually reach the point where the center becomes self-sustaining and does not require city funds to keep the operation going.  With that, it was necessary to establish the center as a 501(c)(3) non-profit corporation, the “Anaheim Family Justice Center Foundation”, recognized by the state and federal government so private and corporate donations could be solicited and accepted.  Such a non-profit corporation required a Board of Trustees and one was established.  The members of the Board of Trustees consist of the “tall trees” or the movers and shakers in the county, people with money or who know people with money, or people of affluence and influence.  The board holds monthly meetings at which the members elect officers to oversee the operations of the corporation, manage the operations of the corporation, and work to identify fund raising opportunities.  
Unfortunately, acquiring the funds necessary to acquire such a building, making the necessary improvements, and then purchasing all of the furniture, computers, data connections, phone lines, and equipment necessary to open the center was going to take time.  The Anaheim team chose not to wait.  So, until an off-site facility could be acquired and made operational, the Anaheim Family Justice Center was started at the police department building.  A number of detective details were moved to other parts of the building and an area was set aside for the Family Justice Center.  All of the necessary furniture, phones, computers, and data lines were acquired or put in place so personnel from various agencies and organizations could move into the center in the police building. 
Community partners including domestic violence victim advocates, sexual assault victim advocates, a Children and Family Services Senior Social Worker, an Adult Protective Services Senior Social Worker, and volunteers were moved into the work area.  With that, the Anaheim Family Justice Center became a reality.

The impact of taking this step generated a huge short-term win for the collaborative team and had a tremendous positive impact.  Everyone, including police personnel, community partners, politicians, and city and county leaders no longer referred to the Anaheim Family Justice Center as something that would happen in the future.  Instead, they began to refer to the center in the present tense.  As such, the mind-set surrounding the project changed from something that needed funding and support to get off of the ground to something that must continue to be funded and supported.

Another very positive result of starting the center immediately at the police facility was the establishment of very good personal and professional relationships among the community partners who participated and the ability to work through some operational, policy and procedural issues well in advance of the opening of the off-site center.

Once the Anaheim Family Justice Center began its operation at the police facility, the team started to experience successes in the handling of family violence cases and in addressing the needs of victims and their families.  Success stories were shared whenever possible to further build upon the level of support for the project.  These successes also served to reinforce the commitment of the project team members.
To build additional support for the Center, an aggressive marketing campaign began.  A logo was designed based upon the San Diego Family Justice Center’s design.  This was done primarily so there would be some commonly recognized logo shared by the two Family Justice Centers.  The Anaheim Family Justice Center logo and motto (“Working together.  Making a difference”) were emblazoned onto coffee mugs, polo shirts, pens, stationary and correspondence in order to sell the center at every opportunity.  Anaheim Family Justice Center coffee mugs were a big hit and quickly began to appear on desks in offices throughout the County.

As part of our marketing efforts, the team actively sought out opportunities to sell the center to a wide variety of groups, organizations, agencies, and city and county leaders.  A PowerPoint presentation was prepared for use during these speaking engagements.  Chief John Welter personally made these presentations whenever possible.  Each of these speaking engagements proved to be extremely successful in building support for the project and, at the same time, revitalized participants, reminding them of the purpose for which they were working. Another part of the marketing plan included selling the project internally within the police department ranks.  As with most departments, there existed a large number of old-school cops who believed prevention and intervention efforts fell in the area of social work and that police officers should not be wasting their time with such tasks. 

The Timeline

If you want to get something done quickly and energize a group of people, simply create a sense of urgency.  In September of 2005, while completing a grant application for the Family Justice Center, four police supervisors and mid-level managers were required to come up with a time-line.  They set the grand opening date for July 1, 2006, just ten months away.  July 1st was selected because it was the start of the new fiscal year, even though they had yet to consult with their command staff or City Hall.  With no budget for the project, grant money or outside funding on the horizon, no site selected and no money available to acquire it, the date selection had an incredible energizing impact.  Everyone from the Mayor and City Council, the City Manager, the Chief and other department heads adopted the date as the Center’s grand opening.  In the city’s budget preparation process for the 2006-2007 fiscal year, city leaders ensured funds were included to pay for rent, staff, and operate the Anaheim Family Justice Center.  High level meetings with Council Members and County officials included references to the requirement to expedite the process to make the July 1st deadline.  Planning for the grand opening celebration in July began.  Finding a site as quickly as possible became a city priority.

In January of 2006, just six months before the set opening date, the City of Anaheim was awarded a $500,000 grant from the California Endowment to cover start-up funding for the center.  Then, after having heard of the project and being made aware that a building was required, the owner of Anaheim’s Taormina Industries, Bill Taormina, and his wife, Cindy, contributed a significant amount of money that made it possible for the city to acquire a location for the center.  Later, additional smaller grants were received from Kaiser Permanente, Adelphia, and AT&T to pay for furniture items and equipment.  Disneyland then stepped in and took on the task of decorating and furnishing the center’s children’s room.  All of this was made possible as a result of the marketing efforts that had been undertaken, aggressive efforts to acquire available grants, and the ability to be able to show significant progress on the project and to demonstrate a high expectation of success.
The Obstacles
The project had its share of problems.  Many of these problems were the same as those experienced by the San Diego team and other cities where Family Justice Centers were established.

Some of the obstacles that have to be overcome include self-interests, egos, competition, and turf battles.  A number of the partners involved in a Family Justice Center project strive to remain in control or protect their own interests.  Many of the agencies and organizations involved compete for a limited amount of city, county, state and federal funds.  Many of the participating non-profit organizations compete for the same piece of pie with respect to funding sources, donations and grants.  Overcoming these obstacles requires leadership, communication, a strong Advisory Board, and a shared understanding that, by working together, there will be an increase in effectiveness and efficiency.  In addition, there will be an increase in financial support opportunities as a result of being part of a greater, more far-reaching effort to address family violence and deal with the aftermath.

In some instances, organizations or agencies whose participation is critical to the overall effort may not choose to become directly involved in the Family Justice Center project.  This does not present a major obstacle.  Although having all of the players on-site at the Center is preferred, it is not absolutely necessary.  Organizations and agencies that do not have representatives on-site can still be utilized as off-site resources.  This was not a problem with the Anaheim Family Justice Center project because the development team successfully marketed the benefits of the approach.  This resulted in a collaborative matching the one envisioned by planners at the outset.
Because the Police Department was the driving force behind the establishment of the Anaheim Family Justice Center, there was the potential that some might believe the police were in control and sought to dominate the other partners.  From discussions with the San Diego Family Justice Center team, the Anaheim police personnel involved knew that steps had to be taken to prevent such a perception and maintain a true collaborative, team effort wherein there is  a sharing of power, direction, and decision making.  Steps taken included the establishment of an effective Advisory Board and Board of Trustees, open communication and building trust among all involved individuals, agencies and organizations.

Some of the other obstacles encountered by Anaheim and other cities where a Family Justice Center was established include the necessity to maintain control over which public or private agencies will participate directly and have members on site.  Conflicts arose between organizational leaders and politicians.  There were budgetary and staffing issues faced by the participating agencies and organizations.  These had a potential negative impact on the operations of the center.
Whenever you set out to make major changes in how things are done, you can always expect there to be naysayers, detractors, saboteurs or those who actively fight your efforts.  Anaheim encountered a few of these.  Attempts were made to identify these individuals, groups, or organizations in advance, and efforts were taken to mitigate the damage they could do to the effort or to even possibly win them over and turn them into supporters.  

Conclusion


The establishment of a Family Justice Center serves a number of different purposes in addressing family violence.  Such a Center results in a true team, collaborative, multi-disciplinary approach to the response to and prevention of family violence involving a large number of public and private agencies and organizations.  These include domestic violence shelters, children and family services, domestic violence victim advocates, sexual assault victim advocates, child victim advocates, probation officers, the District Attorney’s Office, the City Attorney’s Office, financial aid, in addition to legal clinics, the faith community, medical providers, the schools, and others.

This team effort results in better case management, early intervention to stop the cycle of violence, enhanced victim safety, more thorough investigations, and greater offender accountability.  A Family Justice Center provides a “one-stop shop” at which victims and their families will have access to a wealth of services and resources, to provide the help, support, and assistance they need.  Because it is not located in a police building, such a center is much less intimidating and more welcoming to victims and their families who, for a variety of reasons, do not want the police involved in their situations.  The development of a Family Justice Center also provides public education and awareness programs and efforts that result in the identification of family violence cases, early intervention, and prevention.
Of course none of this would have been possible had it not been for the groundwork established by the team in San Diego, which worked extremely hard over many years to establish the first Family Justice Center in the Country.  This team then worked through the trials and tribulations of the first few years of operation, building upon their dream to make the San Diego Family Justice Center the overwhelming success it is today.  This team then opened their doors, books, hearts and minds to teams from Anaheim and other communities, helping them every step of the way to ensure the success of their own Family Justice Centers.  Those on the San Diego Team who contributed significantly to the success of these new Family Justice Centers included Casey Gwinn, Gael Strack, Jim Barker and Judi Adams. 

As with many other problems in our society, if something is going to be done about it, law enforcement must often take the lead since the police are most normally the first to respond to family issues.  The benefits of establishing a Family Justice Center in a community are clear.  Doing so, however, is no simple task.  It involves overcoming and addressing a number of obstacles and issues to include budget constraints, personnel shortages, lack of support, politics, egos, turf wars, competition for limited funding and resources, relationship and team building, acquiring, equipping, and furnishing a site, and efforts to ensure sustainability.  
Every community is different.  Each has its unique problems, strengths, and weaknesses.  All, however, are negatively impacted by family violence.  The establishment of a Family Justice Center, based upon the San Diego model, has proven to be an extremely effective and efficient way of addressing family violence issues, today and in the future.  It is important to understand that the model is just that.  The uniqueness of each community dictates that the Family Justice Center developed for each community will also be unique, as will be the path followed by community leaders in establishing such a center.
The establishment of a Family Justice Center is not an all or nothing proposition.  It is not necessary to have a 40,000 square foot building with 120 professionals from 25 different agencies on site as is the case in San Diego.  A Family Justice Center can start small and grow as needed.  It can be started at the police building with only a few partners as was Anaheim’s.  
There are those who might present the argument that Anaheim and San Diego were successful in their Family Justice Center projects because they are larger cities, because they have more money, or for a number of other reasons.  The establishment of a Family Justice Center in approximately 30 other communities of various sizes in the United States, Mexico, Canada and Great Britain serves as proof that it can be done anywhere.  The keys to success in establishing a Family Justice Center include strong leadership, the establishment of a meaningful and noble purpose, shared vision, commitment, passion, and hard work.  The journey is a difficult one but the benefits and rewards gained through such a venture are beyond measure.
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