Systems that Serve:
Redesigning Juvenile
Justice for Healing and
Community-Centered Care

The Justice Services Care Model

Juvenile justice systems across the country continue to invest in
community-based programs for young people and their
caregivers. In San Francisco, years of government partnership
with advocates for healing-centered alternatives to youth
detention led to the creation of the Justice Services Care Model
(JSCM)in October 2024.

In 2021, the San Francisco Juvenile Probation Department (JPD)

partnered with Third Sector for a year to design a "Care Team
Pilot" to improve intake, case planning, and case management
practices. They convened structured peer-to-peer workgroups
with probation officers, juvenile hall counselors, and staff from

more than 15 community-based organizations (CBOs). More than
30 participants worked together to identify operational
challenges and agree on new protocols to advance various equity

goals.

The result was a pilot for a voluntary, family-centered model
whose lessons became the foundation for the Justice Services
Care Model, a department-wide system now serving every young

person arrested in San Francisco.
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Following full implementation of San Francisco committed

the Justice Services Care Model, $4.86M per year to sustain the

the time between a young person Justice Services Care Model

being assessed and enrolled in through 2029.

services fell from several weeks
to under one week.
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The Working
Groups

Through Third Sector's facilitation, JPD and
community partners formed three cross-
stakeholder working groups:

« Intake Workgroup drafted a universal
assessment process to reduce
redundancies and improve information

sharing between JPD, the Department of
Public Health, and CBOs.

« Case Planning Workgroup proposed the
Care Team Pilot, examining how to
convene probation officers, CBOs, and
trusted adults early to co-develop care
plans with families.

« Case Management Workgroup developed
standardized approaches for monitoring

youth progress, aligning services to
individual needs, and creating equitable
feedback loops between JPD and CBO

partners.

The workgroup's pilot, relationships,
and practices resulted in the county's
Justice Services Care Model.

> 24%

From 2024 to 2025, admissions
to juvenile hall fell by 24%. While
not directly attributed to the
JSCM, the county's progress
toward a "community-first”
approach supports ongoing

community investments in
young people.



What Changed?

Practices: JPD & CBOs established automatic pathways, replacing ad hoc processes with collaborative plans
« JPD secured court orders enabling confidential information to flow quickly to community partners, increasing earlier engagement.

- CARC* became a hub for managing referrals, with CBOs receiving youth background details within the same day of arrest.

- JPD and CBOs developed new internal timelines and accountability structures to ensure rapid family engagement.
« Spanish-speaking probation officers were paired with Spanish-speaking CBO case managers to create continuity and improve family trust.

People: Relational and cultural shifts made reforms begin to stick
« Probation officers moved away from unilateral referral decisions and worked collaboratively with CBOs and families to shape support plans.
« Trust grew between families, CBO staff, and JPD, ensuring that families were supported.
- What had previously been a competitive dynamic among community organizations became one of collaboration and mutual support.
- CBO leaders shifted internal staffing and accountability structures to meet newly adopted engagement timelines.

Perspectives: A focus on collaboration and outcomes reshaped juvenile probation's role
« Probation Officers increasingly see their role as building relationships and connecting youth to voluntary supports.

- Families shared that the pilot's voluntary design helped restore trust and made them feel staff truly cared about their children's future.
« Staff shifted from measuring success through compliance to measuring it through family engagement and youth outcomes.

*Huckleberry Youth Programs' Community Assessment & Referral Center (CARC)

Are you ready to
Innovate your services?

Third Sector provides technical assistance that goes beyond changes to policies and practices

and includes changes to culture and mindsets critical for sustaining long-term systems change.

- Practices and Policies:

Third Sector analyzes internal systems and feedback loops, develops standard operating
procedures and governance tools, and helps agencies build the infrastructure needed to embed
family voice into everyday operations.

- People:

Third Sector strengthens relationships between government agencies and the families they serve,
deepening trust and creating collaborative spaces where parents and staff can work together as
genuine partners in decisionmaking.

- Perspectives:

Third Sector supports agency staff and leaders in shifting from seeing families as recipients of
services to recognizing them as co-designers and experts in their own lived experience, expanding
who has a voice in shaping policy.
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