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Eight years later.
n May 2018, Lone Star Justice Alliance published a report
called Transformative Justice: A Developmental Approach to
System-Involved Emerging Adults. It was a literature review.
We were a year-old organization with a thesis and no proof. The

thesis was that young adults in the justice system are
developmentally different, that punitive confinement makes them
worse, and that something else is possible  — if we are willing to
build it.

The 2018 brief ended with a recommendation: that local criminal
justice systems establish formal community-based alternatives to
incarceration for emerging adults charged with felony offenses,
designed around a panel of behavioral health and social-service
experts, Risk-Need-Responsivity principles, restorative practice, and
ongoing third-party evaluation. It was a recommendation to a state
that had no such program.

So we built one. But first, we listened. Our method has always been
the same: review the literature, ask the young people themselves, test
what they tell us against what the evidence supports, then build.
Before Williamson County opened its doors, we partnered with
UTHealth and the UT Steve Hicks School of Social Work to survey
151 justice-involved and housing-insecure emerging adults in
Houston. We published the findings in August 2021 as Speak Up!, but
the listening came first — and it shaped the model. Ninety percent
had at least one medical diagnosis. Seventy-one percent were
unemployed. One in five had no one to turn to.  And the answer that
has shaped everything we have built since came as a verbatim
response to an open-ended question about unmet needs: "believe in
me."

In 2020, we launched the Transformative Justice program in two
counties at once — one rural, one urban — to test whether justice-
involved young adults could be better served in the community. In
Williamson County, we partnered with the 277th District Court, the
District Attorney's office, and Juvenile Probation; in Dallas County,
with the 291st District Court, the Public Defender's and District
Attorney's offices, and the nonprofit CitySquare. Five years later, an
independent randomized controlled trial  in Williamson County, by
the Public Policy Research Institute at Texas A&M — funded by the

Robert Wood Johnson Foundation — confirmed what we had hoped:
participants were more than 35% less likely to be re-arrested than
those in the standard process. The conservative Commissioners Court
had authorized the program by unanimous vote. The County now
operates it independently.

Williamson County proved that a court-anchored model worked. But
we kept asking a different question: what if community itself could
create the center? A "no wrong door" place where a young person
could walk in on their own — or be directed there by a police officer,
a probation officer, a judge, or a parent — and find a coordinated team
ready to meet them. Not a referral. A relationship. We took that
question to Dallas.

Beginning in 2021, we ran community-based workforce and
reengagement programming in Dallas — building the legal supports,
the employer partnerships, and the trusted relationships any
reengagement work has to rest on. Then we listened again. In 2023,
with the Aspen Opportunity Youth Forum, the Child Poverty Action
Lab, and Measure, we ran a landscape analysis of what Dallas's young
people needed. LSJA then held four V.I.B.E. focus groups and
surveyed 108 Dallas young people, seventy percent already justice-
involved. They were specific: a safe place to sleep, regular access to
food, a permanent address, and adults "who have been through it" who
would not judge them. In 2024, we launched the HYPE Center as that
center: a community-only "no wrong door" reengagement site,
designed around what young people had told us they needed. Across
LSJA's Dallas program, more than 200 young adults have now been
served, with a three-year re-arrest rate of roughly 11% against a Texas
community-supervision baseline of 48%.

What we have learned across eight years is that the 2018 thesis was
right. What we did not know then is how much infrastructure it would
take to make it real. The Transformative Justice Network — eighteen
hubs across Texas over ten years — is what scale looks like.

This report tells that story. It belongs to the young people who told us
what they needed, to the staff who built the work, and to every Texan
who believes that a justice system can hold people accountable
through opportunity rather than only through cages.

With gratitude and resolve,

Elizabeth A. Henneke
F O U N D E R  &  C H I E F  E X E C U T I V E  O F F I C E R

L O N E  S TA R  J U S T I C E  A L L I A N C E  ·  B E L I E V E  I N  M E  ·  T R A N S F O R M AT I V E  J U S T I C E  2 0 2 6 0 2
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I N  T H I S  V O L U M E

What we built,
what we learned,
what comes next.
A follow-up to the 2018 Transformative Justice issue brief, this volume integrates the Speak Up! Youth Needs
Assessment (Houston, 2018–19), the Dallas Youth Safety Collaborative Strategic Plan (2024), the Dallas

Opportunity Youth Reengagement Center Report (Dallas, 2023), the Williamson County RCT (December
2025), the Central Texas Youth Alliance Strategic Plan (May 2026), and the Transformative Justice Network
plan (May 2026).

I. The 2018 Thesis, Restated
What we said. What we now know. Why the developmental case still holds.

P.  0 5

II. Youth Voice Guides Our Work
Three surveys — Houston, Dallas, Austin — and 344 young Texans who told us almost the same thing.

P.  0 8

III. Proof of Concept
Williamson County, Dallas HYPE Center, and the independent RCT that confirmed what works.

P.  1 2

IV. The Reengagement Center as Anchor
What 108 Dallas young people designed — and why a center is the building block.

P.  1 6

V. The Transformative Justice Network
Eighteen hubs over ten years. The coalition that built it. What scale looks like when community is the first responder.

P.  2 4

VI. The Endgame
Public adoption, durable funding, and a different definition of public safety.

P.  2 9

L O N E  S TA R  J U S T I C E  A L L I A N C E  ·  V O L U M E  T W O 0 3
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T H E  C A S E  I N  O N E  P A G E

The math has not changed. The evidence has.
In 2018, Texas spent more than $5 billion annually to incarcerate
people whose recidivism rate, within three years, was 75%. The
2018 Transformative Justice brief documented why: emerging
adults — ages 16 to 24 — are developmentally distinct from
older adults, their brains still maturing in the regions that govern
self-regulation and future orientation, and existing systems were
not designed to meet them where they are.

Between 2020 and 2025, LSJA built and piloted the alternative.

The Williamson County randomized controlled trial ,
conducted by the Public Policy Research Institute at Texas
A&M, found that Transformative Justice participants were more
than 35% less likely to be re-arrested. In Dallas, LSJA's program
— now operating through the HYPE Center — has held three-
year re-arrest at roughly 11% against a Texas community-
supervision baseline of 48%. The randomized trial was
conducted in Williamson County; Dallas's results are reported as
program outcomes, since its sample was too small for a
controlled evaluation.

Three LSJA youth studies — Speak Up! in Houston in 2018–19,
the Reengagement Center research in Dallas in 2023, and the
Central Texas youth research in 2026 — produced the same
answer across three regions: young adults need housing, food, a
permanent address, identification, and adults who have been
through it. They do not need more programs. They need
infrastructure that holds them.

The Transformative Justice Network is that infrastructure. A hub
is the physical safe space at the center of each community. A
local coalition surrounds each hub. The network weaves every
coalition together — and at statewide scale, it is what changes
the system itself.

8
Years from thesis to
proof

11%
3-yr re-arrest · LSJA
Dallas

200+
Young adults served

$18.28
Average HYPE
placement wage

Sources: Naufal & Naiser (PPRI/Texas A&M, Dec 2025; n=146; RWJF-funded);
LSJA Dallas program data (2021–25), including HYPE Center outcomes since
2024; LSJA Dallas Opportunity Youth Reengagement Center Report (September
2025).

344
Justice-involved young
Texans heard across
Houston, Dallas & Central
Texas

35%+
Reduction in re-arrest ·
independent RCT, PPRI /
Texas A&M, 2025

18
Hubs in the statewide
network · phased over ten
years

7
Texas-built reengagement
centers ready to anchor the
network

T H E  H E A D L I N E

A 35%+ reduction in re-arrest is not
a theory. It is a measured outcome, in
a Texas court, in a randomized
controlled trial, with Texas young
people.

W I L L I A M S O N  C O U N T Y  R C T,  D E C E M B E R

2 0 2 5

E X E C U T I V E  S U M M A R Y 0 4



2 0 1 8  →  2 0 2 6

The 2018 thesis,
restated.
Eight years ago, this organization made an argument. The argument has held.
What changed is the evidence behind it — and our ability to point to Texas
young people, in Texas communities, and say this is what it looks like when
the developmental science meets the work.

✦  ✦  ✦

A workforce-credential graduate with family — the developmental case, made real.

S E C T I O N  O N E I

S E C T I O N  I  ·  T H E  2 0 1 8  T H E S I S ,  R E S TAT E D 0 5
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T H E  N E U R O S C I E N C E  O F  E M E R G I N G  A D U L T H O O D

An accelerator, long before they can steer and
brake.

T he phrase comes from Ronald Dahl, the developmental
psychologist, and it has done more to clarify the policy stakes

than any peer-reviewed citation. The brain system that drives

pleasure-seeking and emotional reactivity matures more rapidly than the
system that supports self-control. The result, observable in the data and in

every prosecutor's docket, is a population that is uniquely vulnerable to
making decisions that produce justice-system contact — and uniquely

capable, given the right intervention, of changing course.

Three developmental features matter most. Limited self-regulation: the
ability to control emotions in the moment is weakest precisely when the

situation demands it. Sensitivity to peer influence and immediate

rewards: peer presence alone reshapes behavior, which is why so many
emerging-adult offenses occur in groups. Narrow future orientation:

long-term consequences carry less weight than they will at 30.

The U.S. Supreme Court has codified this. Roper v. Simmons (2005),

Graham v. Florida (2010), and Miller v. Alabama (2012) all turn on the

same neurodevelopmental finding: adolescents have diminished
culpability and a greater capacity for change. The Court did not write a

treatment plan. It told the country that this group is different.

What follows from that finding, operationally, is what the 2018 brief
proposed and what LSJA has now built: a system designed around the

developmental fact of who the participants are, not the procedural fact of
what they have been charged with.

75%
3-year re-arrest among
justice-involved
emerging adults (US
baseline)

3×
Probation violation rate
vs. older adults

9×
Incarceration rate for
Black men 18–19 vs.
white peers

21%
Of US adult prison
admissions are
emerging adults (10% of
the population)

Sources: U.S. DOJ Bureau of Justice Statistics; Schiraldi, Western & Bradner
(2015); National Research Council, Reforming Juvenile Justice (2013). Figures
from the 2018 LSJA Transformative Justice brief and the 2018–19 Speak Up!
research.

2 0 1 8  →  2 0 2 6

"The empirical evidence from the behavioral sciences and the current statistics on the outcomes of
justice-involved emerging adults suggest the need for a different response from the justice system."

T R A N S F O R M AT I V E  J U S T I C E ,  L S J A  —  M AY  2 0 1 8

D A H L ,  M . D .

"Emerging adults develop an
accelerator long before they can
steer and brake."

R O N A L D  D A H L ,  D E V E L O P M E N TA L

P S Y C H O L O G I S T

S E C T I O N  I  ·  T H E  D E V E L O P M E N TA L  C A S E 0 6
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T H E  S T R U C T U R A L  G A P,  2 0 1 8  T O  T O D A Y

Lawyers cannot deliver behavior change.
Probation cannot bring community.
The 2018 brief identified four structural limits that prevent the criminal justice system from
meeting emerging adults effectively. None has been solved by the system itself. Hubs are
designed to address all four.

01
Lawyers are responsible for behavior change
Prosecutors carry primary discretion over case disposition. Lawyers
generally lack behavioral health training. Even when prosecutors
observe indicators of behavioral or cognitive disorders that argue for an
alternative response, they often lack confidence in those observations,
so the case defaults to its most cautious, punitive track.

02
Decision-making is not team-based
Even where a team exists on paper, decisions are not made as one.
Specialty courts and diversion programs are typically led by criminal-
justice stakeholders, with one or two behavioral-health professionals
attached rather than integrated; probation officers, trained in
compliance monitoring, end up serving as the connective tissue to
community — a role that requires trust, networks, and time inside
neighborhoods that the supervisory mandate does not provide.

03
Resources do not match the mission
Drug courts and similar programs meet roughly 5–10% of need. They
are not vested with the resources or institutional standing that
prosecution commands. Without operational infrastructure, programs
cannot deliver evidence-based practices with fidelity. The model is
right; the funding has never matched it.

04
Health and social services operate in silos
In Texas, mental health and substance use services run on separate
budget line items, with disparate funding streams and eligibility
criteria. Emerging adults present at the intersection of multiple systems.
The systems themselves are not designed to meet at intersections —
and incentives to integrate are limited and narrow.

Approximately 2,100 young adults ages 16–24 return to Texas communities from TDCJ facilities each year. When young people on parole and

formal juvenile probation are included, the total rises to well over 15,000 annually. This report is the record of what happened when LSJA stopped
describing the gap and started building infrastructure to close it — a randomized controlled trial in one Texas county, a 200-person reengagement

program in another, and the voices of 344 young adults who told us, in their own words, what they needed to build a life on the other side of a
charge.

T H E  T E X A S - S P E C I F I C  R E A L I T Y

"Texas has only 165 youth mental health beds compared to 5,718 juvenile justice beds.
School systems drive 35% of all juvenile justice referrals. Probation departments absorb
mental health, school, and family crises because no other door is open."

T J J D  S TAT E W I D E  C O N T I N U U M  O F  C A R E  A S S E S S M E N T  ·  D E C E M B E R  2 0 2 5  ·  M E A D O W S  I N S T I T U T E

S E C T I O N  I  ·  W H Y  E X I S T I N G  S Y S T E M S  C A N N O T  D O  T H I S 0 7
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Youth voice guides our work.
LSJA designs the way good companies design product: we put the young people
who will use what we build at the center. We ask. We listen. We test. And then we
ask again — because the only way to know whether what we built is actually
working is to check, with the people it is for, every time we expand into a new
community.

✦  ✦  ✦

Three surveys, three cities, eight years. Houston in 2018–19. Dallas in 2023. Austin and Central
Texas in 2026. Each conducted with academic and community partners, anchored by youth
themselves as co-designers. Each asked the same fundamental question: what do you actually need?
Each produced answers strikingly consistent with the others. Together, they are the customer-first
design brief for everything LSJA has built.

151
Justice-involved emerging
adults · Houston

UTHEALTH · UT STEVE

HICKS · 2018–19

108
Young people · Oak Cliff &
SuperBlock, Dallas

ASPEN TOYN · CPAL ·

MEASURE · 2023

85
youth · Central Texas

CTYA LISTENING SESSIONS
· 2026

344+
Justice-involved Texas
young adults heard

ACROSS ALL THREE

STUDIES

Sources: Vila, Schilling & Henneke, Speak Up! (LSJA, August 2021). Lopez, Waters, Hampton & Henneke, Dallas Opportunity Youth Reengagement
Center Report (LSJA, September 2025). Shattle, Reyes, Hampton, Chavez & Lopez, Central Texas Youth Alliance Strategic Plan (LSJA, May 2026 —
forthcoming, with the CTYA Youth Leadership Council).

S E C T I O N  T W O II

S E C T I O N  I I  ·  Y O U T H  V O I C E  A S  M E T H O D 0 8
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H O U S T O N ,  D A L L A S ,  A N D  A U S T I N  T O L D  U S  N E A R L Y  T H E  S A M E  T H I N G

The customer-first design brief.
We do not assume we know what young Texans need. We ask them. And we keep asking — in Houston in 2018–19, in
Dallas in 2023, in Central Texas in 2026 — because we want to know whether what we built is still right for the next city,
the next region, the next set of young people walking in the door. The answers have been consistent enough across three
studies that we now take this consistency itself as a finding. When 344 justice-involved young Texans across three
regions and eight years tell us almost the same thing, we listen.

"Believe in me."
—  A  S P E A K  U P !  R E S P O N D E N T  ·  H O U S T O N ,  2 0 1 8 – 1 9 .  T H E  D E S I G N  B R I E F  F O R  E V E R Y T H I N G  T H AT
F O L L O W E D .

HOUSTON ·  2018–19
151 justice-involved · UTHealth + UT Steve
Hicks

DALLAS ·  2023
108 young people · 70% justice-involved

CENTRAL TEXAS ·  2026
16-member YLC · YPAR · 6 counties

T H E  D E S I G N  I M P L I C A T I O N

The Navigator. The wraparound. The peer with lived experience. Every operational decision at the HYPE
Center, in the Williamson County program, and in the hubs model traces back to these survey answers.
When 344 young people across three regions and eight years tell you almost the same thing, the only
honest response is to build what they described.

L S J A  ·  M AY  2 0 2 6

Belief — "believe in me"

Mental health support, without a court order

Stable housing — half reported
homelessness

Help with criminal background as a job
barrier

Identification documents

A consistent adult — 1 in 5 had no one

A safe place to sleep

Regular access to food

A permanent address — for jobs, benefits,
mail

Legal aid, childcare, transportation

Mental health support

Adults "who have been through it"

Adults who listen, not lecture

Peers who understand their realities

Workforce & life-skills pathways

Third spaces — somewhere that is theirs

Diversion, not deeper system contact

Clarity, compassion, and respect

S E C T I O N  I I  ·  T H R E E  S U R V E Y S  ·  O N E  A N S W E R 0 9
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W I L L I A M S O N  C O U N T Y  ·  D A L L A S  ·  T H E  R C T

Proof of concept.
Between 2020 and 2025, LSJA built and tested the model the 2018 brief
proposed. In two Texas counties. With Texas young adults. Under an
independent randomized controlled trial. The results are not a forecast. They are
an outcome.

✦  ✦  ✦

35%+
Reduction in re-arrest vs.
control (full sample)

48%
Reduction in re-arrest for
graduates

61%
Less likely to face new
felony charges

36
Fewer days in jail, per
graduate

Source: Naufal & Naiser, Public Policy Research Institute at Texas A&M University (Williamson County RCT, December 2025; n=146). Funded by the
Robert Wood Johnson Foundation. Independent third-party evaluation; principal investigators have no affiliation with LSJA programmatic delivery.

LSJA staff and participants at a Dallas workforce training site.

S E C T I O N  T H R E E III

S E C T I O N  I I I  ·  P R O O F  O F  C O N C E P T 1 2
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D E C E M B E R  2 0 2 5  ·  P P R I  /  T E X A S  A & M

The randomized trial that changed the
conversation.
In 2020, LSJA launched the Transformative Justice program in
Williamson County, Texas, in partnership with Judge Stacey Mathews of

the 277th District Court, the District Attorney's office, and Juvenile

Probation. The program operationalized the 2018 brief — a
multidisciplinary intake panel, RNR-aligned eligibility, community-based

individualized care planning, restorative practice, and an incentive-based
behavior response system — for emerging adults charged with felony

offenses. The Commissioners Court authorized the program by

unanimous vote, in one of the most conservative jurisdictions in Texas.
The County now operates the program independently.

From the outset, we committed to independent evaluation. The Public

Policy Research Institute (PPRI) at Texas A&M — funded by the Robert
Wood Johnson Foundation — designed and conducted a randomized

controlled trial. Treatment and control groups were drawn from the same
eligibility pool. Outcomes were tracked over three years. Principal

investigators had no role in program delivery.

The headline finding: Transformative Justice participants were more
than 35% less likely to be re-arrested.  The first 200 days post-release

were the critical window, and graduates performed even better still — a

graduate re-arrest rate of 14% against a Texas community-supervision
baseline of 48%. The program also generated meaningful net taxpayer

savings — the full economic analysis is available to funders on request.

This is the first randomized controlled trial of a community-based

diversion model for justice-involved emerging adults in Texas. Recent

national research from the National Institute for Criminal Justice Reform
— funded by the Annie E. Casey Foundation and The Navigation Fund —

confirms that the youth Williamson County serves (high-risk and hard to

reach) are exactly the population whose outcomes the next phase of youth
justice reform must change. The Williamson County RCT is one of the

few places where it has been shown to be possible.

R C T  A T  A  G L A N C E

T H E  J U D G E

"This has rejuvenated my hope in
a system that for a long time has
failed this population."

H O N .  S TA C E Y  M AT H E W S  ·  2 7 7 T H  D I S T R I C T

C O U R T  ·  W I L L I A M S O N  C O U N T Y

Conducted by: PPRI, Texas A&M · Drs. Naufal
& Naiser, PIs

Funded by: RWJF

Sample: n=146 · Felony-charged emerging adults

Method: Randomized to TJ vs. standard
processing

Tracking: Three years post-randomization

Coalition: Judge Mathews · DA Shawn Dick ·

Juvenile Probation

S E C T I O N  I I I  ·  T H E  W I L L I A M S O N  C O U N T Y  R C T 1 3
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T H E  C O M M U N I T Y - B A S E D  C O M P A N I O N  M O D E L

Dallas built the walk-in version. The numbers
held.

L SJA's Dallas work began in the courtroom. Founded in 2014,
the Second Chance Community Improvement Program

(SCCIP) was Dallas County's first felony community court;

Judge Rick Magnis (Ret.) of the 256th District Court presided over its
pre-trial diversion program for young adults 17 to 30 before hand-

selecting Judge Stephanie Mitchell Huff as his successor. In 2018, SCCIP
earned the National Association of Drug Court Professionals’ Equity and

Inclusion Award, and LSJA partnered with SCCIP to launch the

Transformative Justice model in Dallas. Then LSJA set out to meet young
people earlier — before a courtroom ever did.

From 2021 forward, LSJA — in partnership with the Texas Department

of Transportation — built the community-based workforce programming,
employer partnerships, and trusted relationships any reengagement center

rests on. The Center as it operates today was designed by 108 young
Dallas residents we surveyed in 2023 — four V.I.B.E. focus groups and a

co-design process with paid Youth Experts. The Dallas Youth Safety

Collaborative Strategic Plan (December 2024) named the Reengagement
Center as the missing piece of Dallas's youth-justice infrastructure. In

2024, the HYPE Center launched as that center: a "no wrong door" walk-

in site open to anyone 18–24 who is justice-involved, justice-impacted, or
at risk of disconnection.

The outcomes (shown right) are remarkable. Three-year re-arrest sits at
roughly 11%, against a Texas community-supervision baseline of

48%.  Two distinct programs — Williamson's court-partnered model and

Dallas's walk-in center — produce similar outcomes when the
developmental approach holds. Both work. That is what infrastructure

looks like.

200+
Young adults served in
LSJA's Dallas program

11%
3-year re-arrest rate

154
Job placements
(lifetime)

$18.28
Average placement
wage

68%
180-day employment
retention

127
Industry credentials
earned (lifetime)

I N  T H E I R  W O R D S

"Being understood without being
judged. Feeling safe. Having
someone to talk to who has been
through it."

Y O U T H  E X P E R T S  ·  D A L L A S ,  O N  W H AT

M A K E S  T H E  H Y P E  C E N T E R  W O R K

S E C T I O N  I I I  ·  T H E  H Y P E  C E N T E R  ·  D A L L A S 1 4
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“They treated me like a
regular human being.”
Nicholas Lowe found LSJA from out of state. He was in
Louisiana — unemployed, working out a direction for his life in
a place where steady work and a way up were hard to come by.
When a chance to move to Texas opened, he took it, and enrolled
in a heavy-equipment-operator certification program. It was
there he first heard about LSJA. He took part in one of our
surveys, started coming to meetings, and, as he puts it,
everything took off from there.

What changed for him was not a program feature — it was how
he was treated: respectfully, by a team he watched buy in
completely. What struck him most was that the work happened
in person — not commercials, but every member physically
meeting young people where they were. His constant was Kevin
Lopez, his point of contact before he ever crossed the state line:
upfront, professional, and easy to talk to. Kevin’s phrase was “I
got you,” and Nicholas says he never once fell through on it.

And it did. Nicholas completed his heavy-equipment-operator
credential, then came back to LSJA for Peer Advisor training. He
landed a job with SUNDT Construction and held it for about a
year and a half, then returned to earn his commercial driver’s
license through LSJA’s partnership with the South Dallas
Driving Academy. Today he drives over-the-road — and what
began as a single certification has become a ladder: credential,
job, second credential, career.

“My life has done a whole 180. It’s only going up
from here.”

N I C H O L A S  L O W E  ·  L S J A PA R T I C I PA N T  ·  S H A R E D  I N  H I S
O W N  W O R D S  F O R  T H I S  R E P O R T.

T O L D  I N  H I S  O W N  W O R D S

Nicholas Lowe.
28 · Louisiana to Texas · LSJA participant
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F R O M  T H E S I S  T O  E V I D E N C E  B A S E

Eight years. Texas-built.
2 0 1 7

LSJA founded.
Three pillars: strategic litigation, policy advocacy, evidence-
based programming.

M AY  2 0 1 8

Transformative Justice brief
published.
Literature review establishing the developmental case and
recommending community-based alternatives.

2 0 1 8 – 1 9

Speak Up! research conducted in
Houston.
151 justice-involved emerging adults surveyed with
UTHealth and UT Steve Hicks School of Social Work.
Findings shaped the Williamson model — and were
published as Speak Up! in August 2021.

2 0 2 0

TJ launches in Williamson and
Dallas Counties.
Court-anchored in both — Williamson with Judge Mathews,
the DA's office, and Juvenile Probation; Dallas with Judge
Stephanie Mitchell Huff, the Public Defender's and DA's
offices, and CitySquare. Unanimous Commissioners Court
authorization in both, funded in part by the Texas Indigent
Defense Commission.

2 0 2 1

Community-based programming in
Dallas.
In partnership with the Texas Department of Transportation,
LSJA builds the workforce programming, employer
partnerships, and trusted relationships that would become the
foundation for the HYPE Center — including a partnership
with the Second Chance Community Improvement Project,
the first young adult court in Texas.

2 0 2 3

Dallas reengagement research
conducted.
Landscape analysis with Aspen Opportunity Youth Forum,
CPAL, and Measure. LSJA hosts four V.I.B.E. focus groups;
108-youth survey to design what a Dallas reengagement
center should be, and publishes the report in September 2025.
2 0 2 4

HYPE Center launches as
Reengagement Center.
Walk-in "no wrong door" reengagement center, designed by
108 young Dallas residents through the V.I.B.E. process. 11%
three-year re-arrest. 154 placements at $18.28/hr average.
D E C  2 0 2 4

Dallas YSC Strategic Plan.
LSJA as backbone for City of Dallas, NLC, Urban Institute.
Names the Reengagement Center as the primary
infrastructure recommendation.
S E P T  2 0 2 5

Dallas Reengagement Center
Report.
108-youth survey published. Documents the youth voice that
drove HYPE's operational design.
D E C  2 0 2 5

Williamson County RCT.
Independent randomized trial · PPRI/Texas A&M · 35%+
reduction in re-arrest. RWJF funded.
M AY  2 0 2 6

City of Dallas awards $300K
contract.
The Dallas City Council approved a $300,000 contract —
Community Development Block Grant funds — for LSJA-
led violence interruption and prevention with youth ages 12–
24, anchored at the HYPE Center and beginning in South
Dallas.

S E C T I O N  I I I  ·  T H E  E I G H T- Y E A R  A R C 1 5



T H E  B U I L D I N G  B L O C K  O F  T H E  S Y S T E M

The reengagement center
as anchor.
A single proven center is not yet a system. The Dallas research established the
design; the HYPE Center proved it works in practice. The Transformative Justice
Network is what turns that one center into a system — the same model, rebuilt
with fidelity, in eighteen Texas communities.

✦  ✦  ✦

"The HYPE Center is not simply a building; it is the
embodiment of a vision designed by young people
themselves. It brings together a full ecosystem of
supports in one place, staffed by adults whose lived
experience reflects that of the youth they serve."
—  D A L L A S  O P P O R T U N I T Y  Y O U T H  R E E N G A G E M E N T  C E N T E R  R E P O R T  ·  S E P T E M B E R  2 0 2 5

A program graduate celebrates completion with his son — LSJA reengagement programming, Dallas.

S E C T I O N  F O U R IV

S E C T I O N  I V  ·  T H E  R E E N G A G E M E N T  C E N T E R  A S  A N C H O R 1 6
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T H E  O P E R A T I N G  M O D E L

One door. A coordinated team. The first year
home.
Three months before release, a Navigator is assigned and an Individual Care Plan built — identification, housing,
education or workforce goals. The relationship begins before the gate opens. Within 72 hours, the young person is met,
assessed, and stabilized. From there, the hub's coordinated team works alongside them as long as they need it.
Navigator caseloads are deliberately small; relationships are the unit of impact, not throughput — an architecture
aligned with NICJR's intensive Life Coach standard for high-risk, hard-to-reach populations.

The Core Partners at every hub

0 1  ·  B E L O N G I N G

Lead Reengagement Organization
Trusted, community-rooted operator. Hosts Navigators and peer
advisors.

0 2  ·  C O N T I N U I T Y

Justice System Partners
TDCJ, TJJD, and county probation. Pre-release coordination and warm
handoffs.

0 3  ·  L E A R N I N G

Education & Skill-Building
Credit recovery, transcript evaluation, and enrollment to finish a high-
school diploma or GED. ISDs and community colleges.

0 4  ·  A G E N C Y

Workforce & Social Enterprise
Paid training and credentialed pathways. Anchored in the Casey LEAP
and Back on Track frameworks.

0 5  ·  W E L L B E I N G

Mental Health & Wellbeing
On-site clinical capacity. Trauma-informed. Referral-only is where
programs lose participants.

0 6  ·  S TA B I L I T Y

Legal Support
Provided, including court accompaniment.

0 7  ·  S A F E T Y

Housing Stability Partner
Emergency and transitional housing. Voucher navigation. Family
reunification where appropriate.

0 8  ·  A C C E S S

Transportation Element
Hub vehicles. Bridge support during the highest-need, lowest-resource
first weeks.

Y O U T H  V O I C E  &  G O V E R N A N C E  ·  I N  P A R T N E R S H I P  W I T H  A S P E N  T O Y N

"Every hub includes a paid Youth Advisory Council, implemented in formal partnership with the
Texas Opportunity Youth Network and its Statewide Opportunity Youth Leadership Council. Lived
experience is a design feature, not a nicety."

E L I Z A B E T H  A .  H E N N E K E  ·  F O U N D E R  &  C E O ,  L O N E  S TA R  J U S T I C E  A L L I A N C E

S E C T I O N  I V  ·  W H AT  A H U B  I S 1 7
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S P A R K S ,  T H E  M O D I F I E D  P A C T  &  T H E  R I S K - N E E D - R E S P O N S I V I T Y  F R A M E W O R K

The assessment is a conversation, not a
classification.
LSJA's assessment begins with assets, not deficits. Alongside any needs,
every young person names their Sparks  — the interests, talents, and
goals that already give them direction — and those strengths anchor the
plan. The PACT and the RNR framework identify the obstacles to
remove; the Sparks set the direction. That is what makes the model asset-
driven, not risk-driven.

Every hub uses LSJA's modified Positive Achievement Change Tool
(PACT) — a validated risk-needs assessment adapted with the University
of Houston School of Public Health for voluntary, community-based
work with emerging adults. The tool is grounded in the Risk–Need–
Responsivity (RNR) framework , the most empirically supported
approach to reducing recidivism: match service intensity to risk level;
target dynamic, changeable factors linked to reoffending; and account for
individual characteristics — motivation, learning style, trauma history —
that shape how a person responds to services.

LSJA's adaptation differs from standard juvenile-justice use in three
important ways. Participation is voluntary and framed as a needs
conversation, not a court-ordered risk classification. A racial equity lens
is applied to criminal-history scoring, recognizing that prior contact may
reflect unequal enforcement rather than actual behavior. The tool
informs care planning — not supervision intensity, not incarceration
decisions.

RNR is not merely an intake tool; it is the framework hub staff use
throughout engagement to help young people build skills to manage
criminogenic risk factors and strengthen protective factors. The 2018
brief described what RNR should look like in principle. The HYPE
Center and Williamson County implementations show what it looks like
in practice. Hubs make it standard across Texas.

W H Y  T H I S  M A T T E R S

"A first arrest doubles the odds a young
person leaves school without graduating; a
second quadruples them. Hubs intervene here
because the cost of missing this window
compounds across every system at once."

E L I Z A B E T H  A .  H E N N E K E  ·  F O U N D E R  &  C E O ,  L O N E

S TA R  J U S T I C E  A L L I A N C E

T H E  S I X  C O R E  E L E M E N T S

Of the LSJA Transformative Justice
model

The Texas Transformative Justice Model is LSJA's homegrown
implementation of the developmental framework for emerging adult
justice later developed by the Columbia University Justice Lab. The
two frameworks are aligned, grounded in the same science, and
developed in active dialogue with the Justice Lab's Learning
Community.

A multidisciplinary panel of behavioral health
and social-service experts, guided by a validated

risk-and-needs assessment, to inform
individualized decision-making

Trauma-informed, relationship-driven intensive
case management delivered in the community

Stage- and incentive-based programming tied to
individual outcomes

Community-based interventions in the least-
restrictive environment

Ongoing evaluation tracking both recidivism and
public-health outcomes

Community engagement programming that
deepens the social networks and capital that

sustain participants after the program ends

S E C T I O N  I V  ·  H O W  W E  A S S E S S  &  S E R V E 1 8
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F R O M  R E C O M M E N D A T I O N  T O  S Y S T E M

What the 2018 brief asked for. What the hubs
deliver.
The 2018 brief closed with six specific recommendations for what a "community health alternative to
incarceration for emerging adults" should look like. Each is now a hub design feature, refined by eight
years of operation and two cohorts of youth-led research.

2 0 1 8  R E C O M M E N D A T I O N

Panel of experts to inform decision-
making
A separate, quasi-independent entity staffed by behavioral-health

experts and social-service professionals who identify diversion

candidates and develop care plans.

2 0 2 6  I M P L E M E N T A T I O N

Multidisciplinary intake at every hub
Modified PACT assessment delivered by trained Navigators. Care

plans co-developed with embedded clinicians, legal staff, and

workforce coaches. Recommendations advisory; system

stakeholders retain discretion.

2 0 1 8  R E C O M M E N D A T I O N

Risk-Needs-Responsivity principles
Validated tools tailored to emerging adults. Service intensity
proportional to risk. Programming matched to assessed needs and

learning style.

2 0 2 6  I M P L E M E N T A T I O N

LSJA-modified PACT, statewide
Paired with a Sparks strengths assessment — asset-driven, not
risk-driven. Adapted with UH School of Public Health for

voluntary community-based work. Racial-equity lens on criminal-

history scoring. Informs care planning, never supervision intensity.

2 0 1 8  R E C O M M E N D A T I O N

Community-based, outcome-driven,
restorative
Least-restrictive environment. Incentives tied to milestones.

Restorative consequences. Public-health lens. Interdisciplinary and
separately funded from prosecuting authorities.

2 0 2 6  I M P L E M E N T A T I O N

Two operational modes, both Texas-
built
Court-partnered (Williamson County, validated by RCT) and

walk-in community-based (HYPE Center, Dallas). Stage- and
incentive-based programming. Net Promoter Score: 92.5%

lifetime.

2 0 1 8  R E C O M M E N D A T I O N

Ongoing third-party evaluation
Research-institute partnership tracking recidivism, health

outcomes, and social determinants. Evidence-based policymaking

grounded in independent data.

2 0 2 6  I M P L E M E N T A T I O N

RCT, matched comparison, statewide
data
PPRI/Texas A&M RCT (Dec 2025). Evident Change evaluation

(March 2026). AH Datalytics builds the Texas Youth Justice Data

Platform. Dallas Youth Safety Dashboard is the proof of concept.

S E C T I O N  I V  ·  T H E  2 0 1 8  R E C O M M E N D AT I O N S ,  O P E R AT I O N A L I Z E D 1 9



T H E  T R A N S F O R M A T I V E  J U S T I C E  N E T W O R K  ·  2 0 2 7 – 2 0 3 6

Eighteen hubs.
Ten years.
One Texas system.
A hub is the physical safe space at the center of each community — the place a
young person can walk into and find the team that meets them where they are. A
local coalition surrounds each hub: the courts, probation, schools, employers,
clinicians, housing partners, and youth-serving organizations whose coordinated
work is what reengagement actually requires. The Transformative Justice
Network weaves every coalition together — shared standards, shared data,
shared evidence. At that scale, the network is what changes the system itself.

✦  ✦  ✦

Built on existing reengagement centers. Aligned around shared standards. Funded to last.

D A L L A S

HYPE Center
W I L L I A M S O N  C O U N T Y

Transformative Justice Program
C O R P U S  C H R I S T I

Elevate 361

S A N  A N T O N I O

NXT Level
E L  PA S O

Big Brothers Big Sisters
H O U S T O N

Houston Opportunity Center

W A C O

Prosper Waco
+  U R B A N  &  R U R A L  S I T E S

Years 2–5
+  B A C K B O N E

LSJA Statewide Team

S E C T I O N  F I V E V

S E C T I O N  V  ·  T H E  T R A N S F O R M AT I V E  J U S T I C E  N E T W O R K 2 4
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A  M O D E L  I S  O N L Y  A S  D U R A B L E  A S  T H E  P E O P L E  W H O  S T A N D  B E H I N D  I T

Texas is ready to build an alternative system —
and the coalition to do it already exists.
The deepest answer to the question funders most often ask — will the
political coalition hold? — is that it already has. The Williamson County

program, authorized by a unanimous Commissioners Court in one of the

most conservative jurisdictions in Texas, is now run by the County
independently. The judge, the District Attorney, and Juvenile Probation

are active partners. This is not a model that depends on a particular
political moment. It is a model that has earned the trust of judges,

prosecutors, probation chiefs, and county commissioners across the

political spectrum.

The breadth of that coalition was visible in April 2026, when partners

from across Texas stood beside the work in public. The convening

brought together hub operators (Ann Vlach of Elevate 361), system
leaders (Judge Stacey Mathews; Chief Cindy Porter Gore of Collin

County Juvenile Probation), and national partners with deep Texas roots
(Chad Houser and Dr. Porshia Haymon of Café Momentum; Erin Offred

of Big Thought). The Transformative Justice Network is not a single

program asking for support. It is a coalition.

F O U N D I N G  H U B  O P E R A T O R S

The Texas-built backbone

F R O M  A  H U B  O P E R A T O R  ·  W H Y  W E  W A N T  T O  B E  I N  T H I S  N E T W O R K

"Even the strongest local program can only go so far on its own. The Transformative Justice
Network is the first time Texas has built an alternative system that has been designed, tested, and
proven—and strengthened by practitioners working together across communities from urban to
rural. Elevate 361 and E2E are all in because lasting change doesn't happen in isolation. It
happens when communities learn from one another, build together, and scale what works so every
young person can get the support they need, wherever they live."

A N N  V L A C H  ·  E X E C U T I V E  D I R E C T O R ,  E L E VAT E  3 6 1  &  E 2 E

F R O M  T H E  B E N C H

"This has rejuvenated my hope in a
system that for a long time has failed
this population."

H O N .  S TA C E Y  M AT H E W S  ·  2 7 7 T H  D I S T R I C T

C O U R T

HYPE Center — Dallas

Williamson County TJ Program — Williamson County

Elevate 361 — Corpus Christi

NXT Level — San Antonio

Big Brothers Big Sisters — El Paso

Houston Opportunity Center — Houston

Prosper Waco — Central Texas

S E C T I O N  V  ·  T H E  C O A L I T I O N  T H AT  B U I LT  T H I S 2 5
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F R O M  H U B  T O  N E T W O R K  ·  F I V E  Y E A R S  T O  P R O O F  ·  T E N  Y E A R S  T O  D U R A B L E  A D O P T I O N

Gated. Sequenced. Built to last.
A single hub is a proof point. A network is infrastructure. The work of Years 1 through 10 is the work of
turning one validated model into eighteen connected hubs operating to a shared standard. No region
advances without meeting gate criteria. No stage scales without evidence the prior stage produced
reliable outcomes. This is how community-based reform survives political cycles.

W H Y  W E  S T A R T  W I T H  R E E N T R Y

"The obvious question: if incarceration causes harm, why not begin by preventing it? Genuine
prevention requires community infrastructure that either does not yet exist at scale or lacks
cohesion. You cannot divert young people to a community that isn't ready to receive them. Hubs are
designed to build that infrastructure — first by demonstrating that community support can keep the
highest-need young people from reoffending."

E L I Z A B E T H  A .  H E N N E K E  ·  F O U N D E R  &  C E O ,  L O N E  S TA R  J U S T I C E  A L L I A N C E

Y E A R  1  ·  F Y 2 7

Foundation & readiness.
Standards, data infrastructure, MOUs with TDCJ, TJJD, and at least three county JPDs per pilot region. Readiness subgrants to existing
reengagement-center partners. Independent evaluation partner contracted to design the statewide matched-comparison study extending the
Williamson County RCT findings. No participants enrolled this year. Year One builds the floor.

Y E A R S  2 – 4  ·  F Y 2 8 – F Y 3 0

Six urban hubs launch.
Year 2: three urban hubs go live, each built on an existing reengagement center that has completed Year 1 readiness. Year 3: three additional
urban hubs launch. Year 4: all six mature to full capacity. Gate criteria to advance: 80%+ warm-handoff rates; youth accessing stabilization
within 72 hours; reliable data without duplication.

Y E A R  5  ·  F Y 3 1

Rural expansion.
Three rural hubs launch — reflecting the distinct staffing and capacity realities of smaller communities. Combined Navigator/Transition Coach
roles at the launch year scale to separate positions as cohorts deepen. Participant supportive services calibrated higher than urban to account for
transportation gaps, limited service ecosystems, and greater isolation.

Y E A R S  6 – 1 0  ·  F Y 3 2 – F Y 3 6

Statewide maturity & durable public adoption.
Eighteen hubs operating at full capacity. Multi-site outcome data carried to the Texas legislature beginning in Year 3, disaggregated by lawmaker
district. The transition from philanthropic to public funding — and the legislative vehicle that anchors it — is detailed in Section VI.

S E C T I O N  V  ·  T H E  B U I L D - O U T 2 6
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T E X A S  C O N F I N E M E N T  C O S T S  ·  T H E  W I L L I A M S O N  R C T  S A V I N G S  ·  T H E  T E X A S  P R E C E D E N T

Texas has done this before. The evidence is here to
do it again.
The Legislative Budget Board's published cost data documents what confinement actually costs Texas
today. These are the public-record reference points against which any alternative is measured — and
the cost case for community-based reengagement is one Texas legislators have made before, at scale,
and won.

$281,243
Per youth, per year · TJJD
state residential placement

$31,573
Per adult, per year · TDCJ
state confinement

35%+
Reduction in re-arrest ·
independent RCT

2/3
Texas state-facility
population reduction after
SB 103

Community-based reengagement of the kind LSJA delivers is an order of magnitude less expensive than confinement, and the RCT-
validated outcomes substantially exceed what either institution produces. Every percentage point reduction in recidivism among the hub
population translates to savings in incarceration, supervision, and court-system costs. The Williamson County RCT gives Texas the
evidence to make that case to appropriators. Five years of statewide hub data will prove it at scale. The detailed economic analysis is
available to funders on request.

There is a Texas precedent for what happens next. In 2007, when the evidence supported it, the legislature acted — restricting state
confinement of youth, redirecting savings to community-based alternatives, and producing one of the most successful juvenile-justice
reforms in the country. How hubs transition from cornerstone philanthropic capital to durable public investment, including the
legislative vehicle, is detailed in Section VI.

S B  1 0 3  ·  T H E  T E X A S  P R E C E D E N T

"In 2007, the legislature restricted TJJD commitments to youth convicted of serious offenses and
redirected savings to counties. Youth population in state facilities dropped by more than two-thirds,
eight state youth prisons closed, Texas saved approximately $150 million — while youth arrests fell
simultaneously."

F A B E L O  E T  A L . ,  C L O S E R  T O  H O M E  ·  2 0 1 5

S E C T I O N  V  ·  T H E  E C O N O M I C S 2 7
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T H E  M E T R I C S .  T H E  B E N C H M A R K S .  T H E  I N D E P E N D E N T  V E R I F I C A T I O N .

What we measure. What we report.
Participant counts and outcome benchmarks are published together — so decisions about expansion
and public investment are grounded in verified Texas data, not projections. Outcomes are tracked
separately by entry pathway (TDCJ release, TJJD parole, JPD referral) to enable rigorous comparison.

M E T R I C  0 1

Connection within 72 hours
Youth connected to hub within 24–72 hours post-release, tracked by hub
and entry pathway.

M E T R I C  0 2

Warm handoff rate
On release/discharge day. Phase 2 gate: 80% or higher across pilot
regions.

M E T R I C  0 3

Re-arrest at 12 & 36 months
Benchmarks: Dallas HYPE 11% at 3 years. WilCo RCT graduates 14%.
Texas community-supervision baseline 48%.

M E T R I C  0 4

Credential attainment
Benchmark: 127 lifetime industry credentials across LSJA programs to
date.

M E T R I C  0 5

Employment & wage
At 6 and 12 months. Benchmark: $18.28/hr at placement; 68% 180-day
retention.

M E T R I C  0 6

Housing stability at 90 days
Connection to permanent or transitional housing. Baseline established in
Phase 1.

M E T R I C  0 7

School / training reenrollment
Tracked annually, disaggregated by entry pathway.

M E T R I C  0 8

Net Promoter Score
Benchmark: 92.5% lifetime across LSJA programs. Participant-defined
success.

W H Y  T H I S  M A T T E R S

"The anticipated outcomes will inform a new definition of public safety — one that is based
upon positive life outcomes of justice-involved emerging adults, such as achieving
behavioral health goals and obtaining a job, rather than their failures."

T R A N S F O R M AT I V E  J U S T I C E  ·  2 0 1 8  ·  O P E R AT I O N A L I Z E D  2 0 2 6

S E C T I O N  V  ·  O U T C O M E S  &  A C C O U N TA B I L I T Y 2 8



S T O R I E S  F R O M  T H E  W O R K  ·  0 2

"I'd never had anyone show
up to be part of the solution."
Juelius Gray connected with LSJA on August 19, 2024 — three
days after his arrest. He was 21, and had been trying to find the
answers on his own since he was 14: unstably housed, moving
between friends' places after losing his apartment, with a
suspended license and mounting fines stacked on top of the
charge.

The shift started on his intake call with Kevin, his Transition
Coach, who serves as a Navigator. He braced for heavy
questions; instead it felt like catching up with a mentor —
welcoming, and reassuring him that his situation still held hope.
He left that call, in his words, light and joyful. Over the months
that followed, the team stabilized his immediate needs and
moved with him into LSJA's workforce programming — legal
navigation, court support, job readiness, and an employment
search. Kevin and Hailey, another Transition Coach, showed up
to court session after court session. Every task asked of him
came with a resource to get it done.

In July 2025, Juelius was granted deferred probation — LSJA's
legal advocacy helped him avoid a potential 20-year sentence.
Today he is focused on what comes next: a path toward
university and a career in residential construction, with the last
stretch of probation nearly behind him.

"I want this work to lead to real support, real
opportunity, and real second chances — for the
people who made a minor mistake that cost them
more despair than necessary."

J U E L I U S  G R AY  ·  2 1  ·  D A L L A S  ·  L S J A PA R T I C I PA N T  ·

S H A R E D  I N  H I S  O W N  W O R D S  F O R  T H I S  R E P O R T.

T O L D  I N  H I S  O W N  W O R D S

Juelius Gray.
21 · Dallas · LSJA participant, 2024–25
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S U S T A I N A B I L I T Y  ·  P U B L I C  A D O P T I O N  ·  A  D I F F E R E N T  D E F I N I T I O N  O F  P U B L I C  S A F E T Y

The endgame.
Hubs are designed with a specific endgame: durable public adoption. The work
of Section VI is to show how that adoption is sequenced — and how this system
stops being a program and becomes a different definition of public safety.

✦  ✦  ✦

"The goal is not a reentry program. The goal is a
community justice system where community is the first
responder, not the last resort."
—  E L I Z A B E T H  A .  H E N N E K E  ·  F O U N D E R  &  C E O ,  L O N E  S TA R  J U S T I C E  A L L I A N C E

Workforce-credential graduation — LSJA participants.

S E C T I O N  S I X VI

S E C T I O N  V I  ·  T H E  E N D G A M E 2 9
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P H I L A N T H R O P Y  P R O V E S  ·  P U B L I C  D O L L A R S  S U S T A I N

The sequence matters as much as the
destination.
Bringing public dollars in too early constrains innovation before fidelity is locked in. Flexible, multi-
year philanthropic capital is what makes durable public investment possible later. Cornerstone funders
are asked to lead the phase in which premature government dollars would break the work.

P H A S E  1  ·  Y E A R S  1 – 2

Private investment builds the floor
Philanthropic capital funds the statewide backbone, pilot

infrastructure, and independent evaluation. No public dollars in

this window.

P H A S E  2  ·  Y E A R S  3 – 5

Blended funding as outcomes hold
Public partners engage as multi-site outcome data matures.

Beginning Year 3, LSJA carries outcome data — disaggregated by

lawmaker district — to the legislature. County JPD partnerships

build a coalition with direct stake in sustaining the program.

P H A S E  3  ·  P O S T - Y E A R  5

State appropriation & local contracts
Sustainability anchored in a TJJD line item for community

reengagement infrastructure, modeled on the SB 103 county-

reinvestment mechanism. Local contracts deepen as JPDs and

probation rely on hubs as approved referral destinations.

T H E  A S K ,  I N  P L A I N  T E R M S

Cornerstone philanthropic capital ·
FY27–FY31
Multi-year, flexible commitments to anchor the Founding Funders

Council, backbone, pilots, rural launch, and evaluation. By Year 5:

six urban hubs at full capacity, three rural launching, and the

outcome evidence required for legislative champions. Investment

detail available to cornerstone funders on request.

The legislative vehicle for Phase 3 already exists. The TJJD Continuum of Care framework — operationalized through seven regional CoC
Coordinators and the Meadows Mental Health Policy Institute — explicitly identifies missing community reengagement infrastructure as the most
significant statewide gap. Hubs are designed to be precisely that infrastructure. Texas does not need a new appropriations framework; it needs the
evidence base to support the line item, and the legislative champions who carried SB 103 in 2007 are the model for how that case gets made.

W H A T  W E  W I L L  H A V E  B U I L T

A Texas-built model. A national standard.
When this system is fully launched, Texas will have built what no other state has built at this scale: a true community-led
alternative to a failing justice system — where young people move from any point of system contact into community with
stability, opportunity, and a genuine chance at a future they can build. And where law enforcement, for the first time, has a
real place to direct a young person in crisis other than a cell. This is a system designed to hardwire community-led

alternatives into the everyday practice of public safety, and to set a new standard for what justice can look like in this
country.
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F O R  P H I L A N T H R O P Y  ·  F O R  P O L I C Y M A K E R S  ·  F O R  P A R T N E R S

What it will take. Who we need.
The 2018 brief offered recommendations to a state that did not yet have a community-based alternative
to incarceration for emerging adults. The 2026 recommendations are different: they describe what it
will take to scale what now exists, with fidelity, statewide.

R E C O M M E N D A T I O N  0 1  ·  F o r  P h i l a n t h r o p y

Anchor the Hubs Founding Funders Council with multi-year, flexible capital.
Cornerstone funders should commit five-year, unrestricted operating support for the statewide backbone and Phase 1 readiness work. Public
dollars that arrive too soon would constrain the model. That window is short — and it is exactly where philanthropy is decisive. The Founding
Funders Council convenes Q4 2026; the first operational dollars deploy January 2027.

R E C O M M E N D A T I O N  0 2  ·  F o r  T e x a s  L e g i s l a t i v e  L e a d e r s h i p

Formalize hubs as the community-side infrastructure of the TJJD Continuum of Care.
The TJJD CoC framework, operationalized through seven regional coordinators and the Meadows Institute, identifies community reengagement
infrastructure as the most significant statewide gap. Hubs are designed to be that infrastructure. Formal partnership should begin in Phase 1,
with a TJJD line item for community reengagement contracts targeted for post-Year 5 sustainability, modeled on the SB 103 reinvestment
mechanism.

R E C O M M E N D A T I O N  0 3  ·  F o r  C o u n t y  G o v e r n m e n t

Designate hubs as approved referral destinations from juvenile and adult probation.
County JPDs supervise approximately 98% of all justice-involved youth in Texas. Young people transition off probation at 17 or 18 with no
warm handoff to anything. Formal designation as a referral destination — with the hub Navigator functioning as a reengagement resource rather
than a supervision extension — creates an earlier entry point that meets young people before the cliff edge of supervision termination.

R E C O M M E N D A T I O N  0 4  ·  F o r  H i g h e r  E d u c a t i o n  &  W o r k f o r c e  P a r t n e r s

Co-design fast-track enrollment, credit recovery, and credentialed workforce pathways for young
participants.
Sixty percent of justice-involved emerging adults lack a high-school credential. Workforce credential attainment at HYPE is in the 40–62%
range — below the 80% floor that some federal grant programs require. Closing that gap is solvable, with partner alignment. School districts,
community colleges, charter networks, and workforce intermediaries are the partners hubs need region-by-region.

R E C O M M E N D A T I O N  0 5  ·  F o r  R e s e a r c h e r s  &  E v a l u a t o r s

Extend the Williamson County RCT findings with a statewide matched-comparison study.
An independent evaluation partner contracted in Phase 1 will design and conduct a statewide matched-comparison study tracking hub
participants against comparable non-participants across multiple regions and entry pathways. A separate matched-comparison evaluation of the
Dallas HYPE Center is commissioned during Phase 1 to strengthen the statewide expansion evidence base.

S E C T I O N  V I  ·  R E C O M M E N D AT I O N S 3 1
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I N  C L O S I N G

When 344 young people across three
regions and eight years tell you almost
the same thing, the only honest
response is to build what they described.
The 2018 brief was an argument. This report is an account. What

changed in the eight years between is not the developmental science
— that case was strong then and is stronger now. What changed is that

LSJA built and tested the model the brief described, under an
independent randomized controlled trial. And what the young people

themselves told us is what we are now building at scale.

The Transformative Justice Network is not a program. It is the
infrastructure that turns a workable proof of concept into a Texas

system — designed for durable public adoption.

What the work needs now is cornerstone philanthropic capital to
anchor Phase 1, formal partnership with TJJD and county JPDs, and

the patience that genuine reform requires. The young people are ready.
The model is proven. The evidence is in.

What remains is the building.

A workforce graduate celebrates at commencement — LSJA, Dallas.

"Believe in me."
—  A  S P E A K  U P !  R E S P O N D E N T  ·  H O U S T O N ,  2 0 1 8 – 1 9 .  A N D  T H E  D E S I G N  B R I E F  F O R  E V E R Y T H I N G
T H AT  F O L L O W E D .
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P A R T N E R  W I T H  U S

Fund the plan that takes what works to all of Texas.
The model is proven in a randomized controlled trial. The public sector is already co-investing. What
the next phase needs is cornerstone philanthropic capital to plan — rigorously, and statewide — for
what comes next.

$3.5M the initial campaign
To launch the planning program that turns one RCT-validated hub into a sequenced, statewide network — the
Phase 1 foundation that makes durable public investment possible.

W H E R E  T H E  $ 3 . 5 M  G O E S  ·  A  T W O - Y E A R  P L A N

STATEWIDE BACKBONE & LEADERSHIP $2.01M
Workforce & training directors, program management, partner and
housing coordination, data analyst.

YOUTH JUSTICE DATA PLATFORM $500K
The shared data system every hub will run on.

FIRST HUB — LAUNCH & OPERATIONS $986K
Standing up and running the first hub in Year 2 — staff, navigators,
coaches, participant support.

+ LOCAL GOVERNMENT GRANT $500K
Anticipated for Year Two (FY27), on track from the public sector as
early public dollars begin to co-invest.

$3.5M philanthropic · $500K anticipated public funds · a $4.0M two-year plan: Year One builds the statewide backbone; Year Two
launches the first hub.

W H Y  N O W

The proof, the public money, and the political coalition have arrived
at the same moment — an independent RCT in a conservative
county, early public dollars already beginning to follow the model,
and a cross-ideological coalition at the table. Philanthropy proves
the model; public dollars sustain it. Cornerstone capital is catalytic
and time-limited — built, by design, to be replaced by public
investment.

Better public safety at a fraction of the
price: community-based reengagement costs
a sliver of the $281,243 a year it takes to
confine one young Texan — with 35%+
fewer re-arrests.

Join the Founding Funders Council.
Cornerstone partners convene in Q4 2026, help shape the statewide build, and are named in the founding cohort. The
first operational dollars deploy January 2027.

Elizabeth A. Henneke · Founder & Chief Executive Officer · ehenneke@lsja.org



W H A T  T H E  F I E L D  I S  S A Y I N G

The evidence, in their words.
Voices from across the criminal-justice field on what the Williamson County randomized controlled
trial — and the community-based model it validates — means for Texas.

“The Williamson County randomized controlled trial is exactly
the kind of rigorous evidence the criminal justice field has long
needed, and Texas should be proud that this work was built and
proven here. A 35% reduction in re-arrest, meaningful cost
savings, and lives genuinely turned around — this is what smart-
on-crime young adult justice policy looks like in practice. When
a conservative county produces an RCT-validated community-
based alternative for 17-to-24-year-olds that works for
participants, for public safety, and for taxpayers, the rest of Texas
has both the evidence and the obligation to follow.”

M A R C  A .  L E V I N

Chief Policy Counsel · Council on Criminal Justice
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