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Youth Corrections is at a pivotal moment in its history.  
New understandings of crime-prevention and brain 
science have given rise to vital frameworks like Positive 
Youth Development (or Oregon Youth Authority’s model,  
Positive Human Development), which challenges both 
punitive and permissive approaches to youth behaviors. 
The emergent discourse on trauma-informed practice 
has reshaped how we think about justice through the 
lens of healing and wellbeing, not only for young people 
but also for survivors of crime, families, communities, 
and justice personnel. Meanwhile a growing movement 
to end the disproportionate representation of Indig-
enous and racialized youth within the justice system 
has sharpened efforts to enhance equity and inclusion 
within youth justice. Within this context, restorative 
justice offers a compelling and unifying framework of 
theory and practice. 

Written with youth correctional leaders and admin-
istrators, internal change agents, and fellow restorative 
justice specialists in mind, this guide recommends a 
phased approach to implementing restorative justice 
within youth corrections. The considerations offered here 
are based on Just Outcomes’ years of broad experience 
in restorative justice practice and implementation, and 
particularly on the successes and learnings of a 2021-
2024 implementation project in partnership with the 
Oregon Youth Authority. While for both practical and 
ethical reasons we don’t believe that restorative justice 
can be understood or implemented as a replicable 

“cookie-cutter” approach, we hope the phased 
approach offered here provides a useful reference 
for those undertaking the work of adapting 
restorative justice principles and practices to 
their specific context. 

Just Outcomes is an international consulting 
organization whose mission is to support 
communities and organizations in developing 
just responses to harm and its causes. We help 
leaders and service providers across sectors 
find principled, realistic, and lasting solutions 
to justice-related challenges and opportunities. 
A wide array of experience informs our work, 
from criminal justice agencies to community 
organizations, schools and post-secondary 
institutions, faith communities, businesses, and 
philanthropic organizations. Our team brings pro-
fessional backgrounds in restorative justice, crisis 
intervention, facilitation, training, project management, 
research & evaluation, program development, and more. 
We frequently facilitate large-scale projects involving 
multiple interested and impacted parties. As a learning 
organization, we continue to experiment and deepen 
our understanding throughout all our work. This report 
is an invitation into our learning journey, grounded in the 
belief that restorative justice values and principles—when 
operationalized with integrity, equity, and intentionality—
can transform even the most challenging environments 
toward healing and repair. 
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In order to provide context and direction for 
the implementation of restorative justice 

within the youth correctional environment, 
we are providing three primary sections in 
this report. The first is to provide our inter-
pretation of restorative justice, particularly 
in the context of implementation within an 
institutional environment. Secondly, we 
provide an implementation guide for youth 
correctional leaders and their community 

partners looking to implement restorative 
justice within their own context. Finally, for 
those interested in how this model played 
out in the real world, we provide a detailed 
case study of Oregon Youth Authority’s 
journey, with Just Outcomes’ facilitation, 
support, training, and technical assistance, 
of implementing restorative justice within 
four of their facilities across Oregon. 
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Restorative justice is a principled approach to preventing and addressing crime 
and harm, which recognizes the central role of relationships in human health and 

safety. 

what is what is 
Restorative  Restorative  

Justice?Justice?

A restorative approach to justice gives voice and agency 
to those most affected by harms, conflicts, and everyday 
decisions alike. It invites us to consider:  Who needs to 
have a voice? What needs to be repaired? What needs 
to be learned? And, what needs to be strengthened to 
prevent future harms?

The emerging global restorative justice movement aims 
to remember and re-imagine justice as being rooted in 
understandings of human dignity, healing and intercon-
nectedness. Inspired by many Indigenous peacemaking 
traditions, faith traditions and straightforward common 
sense, restorative justice is a modern term for a timeless 
set of ideas. Restorative justice is also grounded in data 
about how humans work and what we need to thrive. 
Consistent with much empirical research from fields 

such as neuroscience and beyond, restorative approach 
assumes people are:

	¾ worthy of inherent dignity and respect;

	¾ wired for belonging and connection;

	¾ deeply interconnected with one another;

	¾ responsible for repairing harm resulting from 
their choices and actions;

	¾ in need of a supportive ‘community’ when 
harm has occurred;

	¾ capable of healing and change; and, 

	¾ influenced both by individual choice and by 
social context.
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principles of a principles of a 
RestorativeRestorative Approach Approach

Staying rooted in core principles makes for a great deal 
of practical flexibility and creativity, while also keeping 
a strong compass when dealing with the complexity of 
change at an individual, community, or institutional level. 
Restorative justice literature presents multiple ways of 

understanding restorative justice principles, which are 
worth researching and exploring for anyone deeply 
invested in this work. In our institutional partnerships, 
we find the following four basic principles to be useful. 

DignityDignity
A restorative approach strives for empowering and inclusive processes, spaces, and cultures 

rather than adversarial and hierarchical ones. Recognizing that autonomy and agency are basic 
human needs, the voices of those affected by decisions are meaningfully included in deci-
sion-making. In this approach we strive toward deep respect, curiosity and positive regard for 
all. A restorative approach seeks to cultivate confidence within individuals about their inherent 

value and worth.

BelongingBelonging
Belonging is a basic human need. A restorative approach seeks to foster positive experiences 

of our interconnectedness. It aspires toward environments of mutual trust, support, reciprocity 
and accountability. Importantly, belonging does not equate directly with “fitting in;” while “fitting 
in” involves conforming to external expectations, belonging is about being accepted for one’s 

self. True belonging can be built only when dignity is honored.

TransformationTransformation
As Stephen Hawking observed, “intelligence is the ability to adapt and change.” A restorative 
approach means working toward systemic evolution and change based on collective learning, 
resilience and adaptation. Transformation requires communication and collaboration across 
the constituent parts of a system, and mechanisms for that collaboration to yield influence. It 
requires the pursuit of inclusion and equity in relationships, to ensure adaptation and change is 

informed by diverse perspectives. Transformation also invites leaders to work toward strength-
ening the capacity and resilience of individuals and communities to adapt to change, manage 

conflict effectively, and prevent breakdowns in relationship.

RepairRepair
Repair is a process of restoring or cultivating experiences of dignity, belonging and wholeness 

among people and groups after there have been experiences of harm, violation, crises or ruptures 
in relationships. Harm and injustice can take many forms, impacting individuals, relationships, 
communities, organizations, systems, and entire societies. A restorative approach to justice 
invites us to facilitate opportunities for repair at these multiple levels. While attending to acute 

and interpersonal harms, this principle also invites us to attend to harmful social/organizational 
conditions and structures. A restorative approach invites a shift of concern from what people 

responsible for causing harm deserve, to what all people involved need in order to achieve or regain a sense of 
well-being. Who has been harmed? What do they need? Who has obligations here? And, when needs to happen 
to ensure this won’t occur in the future?

While there are certain practices commonly associated with restorative justice, 
any specific approach or practice is “restorative” only so far as it gives expres-

sion to restorative principles.  

restorative approaches in custody settings:restorative approaches in custody settings:  
The LiteratureThe Literature

A review of the relevant literature reveals six general categories of restorative ap-
proaches in the custodial context (Newell, 2002):i 

Six Categories of Restorative ApproachesSix Categories of Restorative Approaches

Offending Behavior ProgramsOffending Behavior Programs
Initiatives focused on rehabilitation of offenders 

through education, including education about restor-
ative justice, empathy development and promoting 

understanding of the impact of their crime on victims 
and communities.

Victim Awareness ProgramsVictim Awareness Programs
Initiatives focused on developing 
offenders’ empathy for victims.

Community Service WorkCommunity Service Work
Initiatives focused on offenders pro-

viding some sort of service to the 
community.

Victim Offender Dialogue ProgramsVictim Offender Dialogue Programs
Initiatives intended to support direct or 

indirect communication between victims 
and incarcerated individuals.

Offender-Community ProgramsOffender-Community Programs
Initiatives that provide opportunities 

to build relationship between in-
carcerated people and community 

volunteers

“Prison” Philosophy - Sometimes “Prison” Philosophy - Sometimes 
Called “Restorative Detention”Called “Restorative Detention”

This approach seeks to integrate restorative justice as 
an ethos and philosophy to guide policies, procedures, 

induction programs, staff and resident harm and conflict, 
race relations, resettlement/reintegration/release strate-
gies (Gavrielides, 2016).ii   Examples in this category in-

clude the creation of housing units within a prison based 
on restorative justice (Canada, England) and hiring restor-

ative justice consultants (Belgium).  
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A “Whole Systems” Approach to Restorative JusticeA “Whole Systems” Approach to Restorative Justice

Our understanding of restorative justice in closed facilities generally aligns with 
the final category: restorative justice as an “ethos and philosophy” which prom-

ises a more comprehensive approach. Support for the implementation of restor-
ative justice as a way to shift correctional culture has a great deal of support in the 
literature.

“Restorative work can be seen as a culture-changing 
process for those prisons that wish to become more 
effective in meeting the long-term needs of offenders, 
victims and their communities. Restorative work also 
enables prisons seeking to create a more harmonious 
environment for prisoners, their families and for staff 
and management.” (Newell, 2002, 1).iii

Restorative justice implementation as a culture change 
process can be informed by Morrison’s (2007) Whole-
School Model of Restorative Justice.iv  This approach, 
inspired by the field of public health, demonstrates the 
opportunities for restorative justice to be integrated at 
various levels or “tiers” to promote the philosophy and 
practice as a way of preventing and responding to harm 
in service of shifting institutional culture.

Applicable to alleged breach-
es and serious conflict and 
violations; focused on formal 
restorative interventions and/
or reintegration processes 
that are needed for leader-
ship, staff, and youth.

	¾ Formal mediation, dialogues and 
conferences

	¾ Accountability plans and support

	¾ Re-integration/re-entry circles 
and processes

Applicable to situations 
of day-to-day conflict 
escalation within the 
institution between all 
levels of leadership, staff, 
and youth; focused on in-
formal resolution, de-es-
calation, and conflict 
management strategies.

	¾ Restorative engagement

	¾ Responsive circles

	¾ Supportive accountability

	¾ Informal mediation

Applicable to all 
leadership, staff, and 
youth; focused on re-
lational correctional 
practice and fostering 
a preventative culture 
of respect, account-
ability, and positive 
relationships.

	¾ Community building

	¾ Rapport building

	¾ Social and emotional 
competency devel-
opment (staff and 
youth)

	¾ Affective 
communication

Details Applications

Edgar & Newell (2006) note that, for restorative justice to impact organizational cul-
ture in custody settings, six elements of the cultural web must be challenged and 

re-imagined through the lens of restorative justice.v 

Power Structures Power Structures 
Structures guiding the effort and drive required to carry out the essential work of the organization.

Organizational StructuresOrganizational Structures
The formal arrangements of power and relationships within an organization that describe its working 
patterns.

Control SystemsControl Systems
How institutions monitor the distribution of resources.

Routines and RitualsRoutines and Rituals
Practices that give meaning to everyday activities and define important relationships.

Myths and StoriesMyths and Stories
The stories shared among members of the organization about themselves as individuals and the organi-
zation as a whole.

SymbolsSymbols
Signs and embalms that members of the organization understand and believe represent them – including 
physical features, language, design, and titles.as a whole.

11

22

33

44

55

66

In SummaryIn Summary
Contrary to narrow, mechanistic understandings of restorative 

justice, literature and experience suggest that a more wholistic 
understanding of restorative justice is useful in custody settings. A 
restorative approach includes the preventative and proactive work 
of building and strengthening relationships, while attending to 
the need for healing, accountability and repair when relationships 
break down. In this way a restorative approach inside youth cor-
rectional facilities can serve to improve wellbeing and outcomes 
for youth and staff, while offering a template for healthy and just 
relationships that can guide youth values and decision-making 
in the community. 

Beyond its application on the front lines, these principles can 
also guide the implementation process itself. A wholistic under-
standing of restorative justice teaches us that dignity, belonging, 
repair and transformation are vital priorities among leaders and 
implementation teams with powerful implications for how they 
work with each other and engage others in the change process. 
We hope this congruence of principles will be apparent to readers 
throughout this guide.
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While the process will require different types of com-
munication, collaboration, and diplomacy depending on 
the role of the person or group facilitating it, the core 
principles and processes of implementation remain 
largely the same.   

For those interested in reviewing how this framework 
for implementation played out in a real-world case sce-
nario, we have provided a case study as an Appendix for 
your review. This case study outlines the actual process 
that Just Outcomes and Oregon Youth Authority (OYA) 
navigated in implementing restorative justice throughout 
four of their closed facilities. You will note areas that 
are consistent with the approach we are inviting in this 

Implementation Implementation GuideGuide
The following guide recommends a phased approach to designing, implementing, 

and piloting restorative justice within closed youth facilities. Our intended audi-
ence is correctional leaders and administrators, internal change agents, and external 
restorative justice specialists or consultants. 

guide, as well as areas were we deviated based on OYA’s 
specific needs and context. To provide tangible examples 
of the elements of the implementation framework, we 
will reference this case study throughtout this guide. 

Our aim is to provide a roadmap that can be adapted to 
different institutional contexts while maintaining alignment 
with restorative justice principles and values.  Whether 
you are an internal champion or an external consultant, 
this guide offers tools, structures, and processes that 
we believe will be helpful to navigate the complexities 
of implementation to create a culture rooted in dignity, 
belonging, transformation, and repair.

about the  about the  
RestorativeRestorative Justice Consultant Justice Consultant

Throughout the guide, we refer to the role of the restorative justice consultant (“RJ 
Consultant”). We believe that incorporating external and subject matter expertise 

can add significant value to restorative justice implementation within youth correc-
tional institutions.  Though not a requirement for success, external consultants can 
be significant in the following ways:   

	¾ Safeguarding the Integrity of Practice:  Having an external consultant whose primary experience and 
role is the fidelity of restorative justice practice can be integral to mitigate the risks of a natural and 
nuanced cooptation of restorative values and principles toward institutional norms. 

	¾ Supporting Internal Champions:  Implementing restorative justice values and principles within a hi-
erarchal system can be cumbersome and draining for internal and directly impacted restorative jus-
tice champions. The institution’s provision of outside consultation and support is an investment that 
demonstrates a commitment to the vision of restorative justice implementation as well as to the care of 
those championing this cause. This outside support can dramatically lower the chances of those lead-
ing the change experiencing burnout.  

	¾ Facilitating Difficult Conversations:  External consultants bring an impartial and objective presence to 
the process, helping leaders and staff navigate sensitive topics, power dynamics, and conflicts that may 
arise during the change process. 

	¾ Providing Specialized Training and Skill Building:  External consultants can bring subject matter expertise 
and facilitation skills that internal teams may lack to build staff competence, capacity, and confidence 
for the purpose of ensuring restorative justice is implemented with integrity and consistency. 

	¾ Maintaining Momentum and Accountability:  Implementation efforts often stall when competing prior-
ities arise.  External consultants can help sustain focus by monitoring progress, normalizing the change 
process, offering strategic input in response to challenges, and providing accountability to their long-
term vision.  
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phase 1 phase 1 Leadership Leadership EngagementEngagement

Implementation requires, as a first step, consent and a level of ownership by key 
leaders within the correctional administration. Key leadership refers to those within 

the institution who have systemically ascribed power through their role or posi-
tion and have significant leverage to influence policy, remove barriers, and allocate 
resources.

Though the proposed process is oriented to engagement with all levels of the institutional hierarchy, and 
prioritizes those most impacted, institutional leadership has immense leverage to either create or overcome 
barriers. For this reason, ensuring that expectations are clear from the outset, and that leadership is bought into 
a restorative approach, is critical. 

Key Elements for Leadership EngagementKey Elements for Leadership Engagement
Identifying LeadershipIdentifying Leadership

During this phase, the RJ Consultant would identify 
and work with 1 – 4 key leaders within the institution 
that have significant positional power and can leverage 
policy and resources. Within state-wide correctional insti-
tutions this group would ideally include headquarter and 
facility leadership. In addition, this team should include 
someone that would be a primarily liaison between the 
institution and the RJ consultant.

Setting ExpectationsSetting Expectations
The exploration with leadership is intended to clarify 

expectations for the project. Topics covered might at a 
minimum include:  

	¾ Commitment: What level of commitment do 
leaders have toward the project? Where does 
the project rank amid other priorities? Is lead-
ership prepared to model restorative justice 
values and principles in response to issues 
that emerge as a result of the implementation 
process? What will leaders’ participation level 
be and at which levels of the process? What 
perceptions, fears or concerns among leader-
ship might limit commitment?   

	¾ Organizational Capacity: What level of cur-
rent capacity does the facility have to take on 
a new project? How much availability do the 
staff have to learn new skills and participate 

in implementation? What budget is available 
for the project, and what types of activities 
will that allow for? Is the staff suffering from 
initiative fatigue, and what might be done to 
overcome this? 

	¾ Project Scope: Which aspects of institutional 
operations will the project aim to impact? 
Where is there room for continued discussion 
about scope as the project unfolds? What are 
the non-negotiables related to scope?

	¾ Decision-Making: How will decisions be made 
throughout the course of the project? What 
types of decisions do which leaders need to 
be involved with? Is there an appetite for the 
establishment of diverse project teams, and 
if so, what level of empowerment will these 
teams have to make project decisions? 

	¾ Communication: What types of initial and 
ongoing communication about the project 
will be disseminated by high-level leadership 
(Director, Deputy Director) to facility staff, 
youth, community partners and/or other 
affected parties – and what is the role of lead-
ership in that communication? Who will the 
assessment report be distributed to, and what 
parameters might exist around the report and 
its distribution? 

Key Considerations for Leadership EngagementKey Considerations for Leadership Engagement

Positional Power and InfluencePositional Power and Influence

Identify key leaders who hold positional 
power and can influence policy, remove 

barriers, allocate resources, and influence 
institutional culture.

Commitment and Buy-InCommitment and Buy-In

Establish leadership commitment and 
buy-in to prioritize the project, stew-

ard the vision, and model restorative 
justice principles and values. Implemen-
tation of restorative approaches may 
not be successful or sustainable without 
a foundation of commitment from key 
leadership. 

Leadership CapacityLeadership Capacity

Ensure that leaders who will 
be championing and guiding 

the project have the time, resourc-
es, and support needed to sustain 
their involvement and drive the 
process. 

Leadership Turn-OverLeadership Turn-Over

Consideration needs to be giv-
en to the possibility of turn-over. 

Thinking over these implications, 
as well as proactively engaging 
in succession planning, can 
be critical to sustaining the 
long-term change process.
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phase 2 phase 2 AssessmentAssessment

The purpose of assessment is to gather any information that may support the im-
plementation of restorative approaches within the correctional context. 

This includes researching emergent best practices, 
identifying current institutional initiatives, programs, and 
policies that support restorative approaches, assessing 
for hopes, assets, needs, and readiness of the institution, 
and developing a baseline of cultural/climate data for 
evaluation of impact during and after implementation. 
The assessment phase is driven by what information is 
needed, and who has access to provide it.

The needs assessment is a foundational activity with-
in this guide for the implementation of restorative 
approaches. The following describes elements and 
domains of assessment that Just Outcomes’ has found 
to be meaningful in eliciting valuable information for 
the implementation of restorative approaches within 
the youth correctional environment.

Key Elements for a Needs AssessmentKey Elements for a Needs Assessment

Culture and ClimateCulture and Climate
Organizational culture refers to norms, routines, values, 

and expectations; climate refers to the attitudes and 
perceptions of staff and clients about where they live 
and work. Within this domain, the assessment includes 
learning about:

	¾ Perceptions of Safety: Examine factors that 
influence staff and youth feelings of safety to 
learn if the infrastructure and support systems 
foster an environment that is conducive to 
engagement, learning, and growth. Safety 
within correctional institutions carries historical 
implications that need to be explored through 
a reparative and restorative lens.

	¾ Relationships and Belonging: Inquire into 
perceptions of relationships at multiple levels 
within facilities. The purpose of this is two-
fold: 1) implementation will encounter fewer 
barriers in higher-trust environments, and 2) a 
comprehensive understanding of restorative 
justice implies working toward increased trust, 
respect, and support at all levels.

	¾ Inclusivity, Cultural Safety and Equity: Elicit 
marginalized voices in an examination of 
their past and current experience of inclusion, 
cultural safety and equity within the institution. 
Restorative approaches promote just relation-
ships between individuals and groups and are 
therefore closely linked with aspirations toward 
equity, inclusion, and cultural responsiveness 
as key ingredients in the formation of a com-
munity that supports restorative ways of being.

	¾ Job Satisfaction: Provide measures on job 

satisfaction amongst staff, as staff engagement 
and fulfillment can impact how staff build 
relationships with youth and peers, be open to 
new change efforts, and participate in restor-
ative justice implementation at their facility.

	¾ Attitudes and Beliefs about Youth in Custody: 
Assess beliefs about youth in custody, includ-
ing their potential for growth, fair treatment, 
and capacity for reintegration into society.  
Restorative approaches encompass both a 
mindset and ‘toolkit;’ therefore, attitudes and 
beliefs are important considerations in its 
implementation. 

	¾ Physical Spaces: Explore how the physical 
space impacts all above elements of analysis, 
as well as how it might become an asset or 
strength for restorative justice implementation.

Knowledge and SkillsKnowledge and Skills
The assessment inquires about staff training, proficiency, 

and confidence in restorative justice-related knowledge 
and skills. This includes the following areas:

	¾ Understandings of Restorative Justice: The 
frameworks of restorative justice are com-
monly misunderstood within the correctional 
field. Identify the level of understanding and/
or misunderstanding that exists for leadership 
and staff. 

	¾ Restorative Justice-Related Skillsets: There 
are many skills provided to leadership and 
staff within the youth correctional system that 
also are valuable for restorative approaches. 
Assess which skills have been strengthened 

through the existing training and ethos of the 
institution, and what skills need to be provided 
through the implementation process. 

	¾ Training Design and Ongoing Support: Related 
to both restorative justice understandings and 
skillsets, articulate the level of existing train-
ing, coaching, and mentorship structures that 
currently exists and may be in support of the 
implementation of restorative approaches.   

Systems and ProcessesSystems and Processes
The assessment inquires about the current systems, 

practices and processes (formal or informal) which impact 
staff and youth in custody. This includes an examination 
of existing perceptions of harm, staff and youth expe-
riences of agency within their context, and the level of 
community involvement and partnerships. Specifically, 
to better understand the systems and processes, the 
assessment might inquire into the following: 

	¾ Centering Harmed Parties: Examine the level 
of prioritization given to the needs of those 
harmed through ensuring they have a voice, 
access to support, and options for repairing 
harm in meaningful ways.  

	¾ Accountability and Discipline: Inquire into how 
leadership, staff, and youth understand and 
practice accountability. The goal is to identify 
the current framing of accountability and disci-
pline – including its orientation as reparative or 
punitive.  

	¾ Reintegration: Reintegration in this context 
refers to processes that integrate youth back 
into their unit environment after periods of 
isolation. Examine existing policies, programs, 
and practices of reintegration, as well as the 
experiences of both youth and staff in these 
processes.  

	¾ Voice and Influence (Communication and 
Feedback Systems): Participation and collabo-
ration are core principles of restorative justice. 
Explore the degree to which facility staff and 
youth in custody believe they have opportuni-
ties to provide input, influence decisions, and 
engage in feedback systems.  Aim to evalu-
ate the extent to which these systems foster 
engagement, communication, and trust within 
the facility.  

	¾ Community Involvement and Partnerships: 
Assess the role of community members and 
organizations within the youth correctional 
environment and identify the kinds of supports 
available to youth during their transition back 

into the community after custody. 

Leadership and Change ManagementLeadership and Change Management
Restorative justice implementation requires a strategic 

approach to change management, along with leader-
ship styles and uses of power that are congruent with 
a restorative approach. This often includes:

	¾ Uses of Power and Authority: Examine how 
power and authority are perceived, experi-
enced, used, and distributed within the facility.  
These are important as they influence how 
relationships are formed, how decisions are 
made, and how individuals may engage with 
the restorative justice process.

	¾ Facility Leadership: Explore how leadership 
view their roles, as well as how staff perceive 
and experience leadership within the institu-
tion. This understanding will provide valuable 
information on where to target capacity de-
velopment, ensuring that leaders are equipped 
to effectively support and model restorative 
approaches.  

	¾ Change Processes: Reflect on past change 
efforts to provide valuable context and insight 
for the implementation process ahead. Un-
derstand what methods have been used and 
their impacts to recognize potential roots of 
resistance from staff and inform strategies to 
address these challenges, ultimately facilitating 
a smoother transition process. 
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Key Considerations for AssessmentKey Considerations for Assessment

Leadership Buy-InLeadership Buy-In

Assess and work to secure buy-in from key stakeholders, particularly lead-
ership and individuals with positional power, to establish a strong foun-

dation for restorative justice implementation that aligns with organizational 
goals and fosters a culture of collaboration.

Detailed System ReviewDetailed System Review

Conduct thorough reviews of existing systems, initiatives, policies, 
and practices, including leadership structures, youth and staff needs, 

and current discipline and accountability frameworks, to identify areas for 
restorative justice integration.

Leadership Capacity and ResourcesLeadership Capacity and Resources

Evaluate the leadership capacity, resources, and technical assistance 
required to support effective and sustainable restorative justice im-

plementation, including ongoing training and development opportuni-
ties for leaders.

Alignment AssessmentAlignment Assessment

Evaluate alignment with current agency priorities and initiatives to 
identify gaps, reinforce existing efforts, and uncover opportunities 

for implementation that enhances overall organizational effectiveness.
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The process of restorative justice implementation re-
quires structures and leadership that embody restorative 
justice values and principles. Development of this requires 
an equity lens – ensuring that the voices of those most 
impacted by this work have meaningful leadership and 
voice in the process.

Design Project Leadership StructuresDesign Project Leadership Structures
Project leadership structures, different than institutional 

leadership roles, are designed to be representative of 
impacted and interested parties within the institution, 
to be diverse in lived experience and identity, to be 
agile and responsive to needs, and to have channels of 
overlap to allow for consistent and accurate information 
sharing and communication within the institution. Within 
a state-wide youth correctional system, a leadership 
structure may need to be complex to ensure its ability to 
be responsive to needs at every level of the institution. 
Note Oregon Youth Authority’s leadership structure as 
an example.

Project Leadership Recruitment and Project Leadership Recruitment and 
SelectionSelection

Institutional leaders are encouraged to participate 
in project leadership for their ability to directly change 
policy, remove barriers, and allocate resources. How-
ever, as mentioned above, given the importance for an 
equitable process that centers the voices of those most 
impacted, the manner in which teams are convened 
and members are selected is crucial. These teams will 
provide leadership for implementation, channels of 
communication for every level of the institution, and 
ensure the voices of impacted and interested parties are 
informing every decision in the process. Following is one 
suggested approach for the recruitment and selection 
of key project leadership: 

	¾ Institution-Wide Orientation: Provide acces-
sible presentations that orient any interested 
leadership and staff to restorative justice values 
and principles, along with sharing the cause, 
intent, and trajectory of the implementation 
project. Ensure that any interested members 
of the institution that have interest in being 

a part of the process have access to these 
presentations. 

	¾ Establish Levels of Engagement: Given that 
there may be more interest in involvement 
than space allows, it can be helpful to proac-
tively establish diverse roles for multiple levels 
of involvement. For example, creating a group 
as a part of the structure that has a feedback, 
communication, and championing role, but 
not a decision-making role can be helpful to 
ensure that everyone that has an interest can 
play a meaningful part. 

	¾ Invitation and Selection of Leaders: Ideally, 
membership of the different teams is estab-
lished by an open invitation to anyone within 
the institution that wishes to be involved. There 
are a few things to consider in this process: 

	∞ Establish selection criteria for identifica-
tion of project leaders based on a set of 
restorative justice and equity principles 
that balance the need for representation, 
lived experience, positional leverage, and 
individual rapport with members of the 
institution. 

	∞ If there is a principled structure and se-
lection criteria that is executed effectively, 
this will result in diverse representation 
that brings new voices into leadership 
roles, and everyone that has an interest 
having a meaningful part to play. 

	∞ Recruitment and invitations to join lead-
ership structure may happen in phases, 
starting with the central level of project 
leadership (i.e. the Steering Committee in 
the OYA structure), and then rippling out 
to other levels of the structure. 

Project Leadership TrainingProject Leadership Training
Once the leadership structure is in place and mem-

bership of the roles and teams have been established, 
the RJ Consultant can support the development of a 
shared ethos and language, knowledge and skills. 

One mechanism for accomplishing this would be 
to ensure that all members of the leadership structure 
participate in a restorative leadership training.1 Following 
are some suggested topic areas: 

	¾ Theoretical Foundations of Restorative Justice: 
exploration of justice frameworks and values; 
critical analysis of punishment and shame; 
understanding of trauma and recovery.

	¾ Equity: a critical analysis of the impact of pow-
er for leaders, staff, and youth within youth 
corrections; developing an understanding of 
the social context of inequity and creating 
shared understandings of equity within the 
institution; and an examination of the causal 
relationship between colonization and tradi-
tional justice frameworks. 

	¾ Restorative Justice as a Framework: under-
standing of restorative justice frameworks; 
comparative analysis of restorative, rehabili-
tative, and restorative justice theories; critical 
analysis of myths about restorative justice; 
examination of restorative justice values and 
principles; and the application of restorative 
justice principles. 

	¾ Correctional Facility as a Restorative Environ-
ment: examination of what it takes to estab-
lish a culture of development; learning and 
practicing the skills of restorative engagement 
with responsible and impacted parties; and an 
overview of restorative and relational practices.

1	 In the case of Oregon Youth Authority, this training, called 
“Foundations in Restorative Justice: Principles, Practices, 
and Leadership for Change” was a six-day training split 
over the course of two, three-day sessions.

phase 3 phase 3 DevelopmentDevelopment

The purpose of the Infrastructure Development phase is to determine the project 
infrastructure (who will be involved and how decisions will be made), provide 

baseline training and education, establish communication and feedback mechanisms 
for the process, and design programs and processes. 

Key Elements for DevelopmentKey Elements for Development
Restorative Infrastructure and Restorative Infrastructure and 
Leadership Capacity DevelopmentLeadership Capacity Development
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	¾ Leading for Restorative Justice Implemen-
tation: exploration of the characteristics of 
restorative leadership; an understanding and 
practice of collaborative and consensus de-
cision-making; developing a map for systems 
and culture-change; and, creating an individual 
strategic plan for incorporating restorative 
principles into the work of project leadership. 

In addition to the topics listed, some initial work to 
develop institutional frameworks and priorities for the 
project can be helpful while you have all participants of 
the project present. This initial brainstorming can act as a 
foundation for the Project Planning Retreat that follows.  

Team DevelopmentTeam Development
Once a foundation of shared language, understanding 

and skill has been established through the restorative 
leadership training, it is important to provide support to 
the different teams within the structure for developing 
their own group identities. Following are a few suggested 
priorities for team development:  

	¾ Relationship Building: Ensure that initial time 
is committed to building the interpersonal 
relationships between members of the team. 
In addition, aligning with restorative principles, 
it is important to prioritize relationship building 
in a sustained way by incorporating some level 
of relational activities within each meeting or 
engagement. 

	¾ Develop Team’s Terms of Reference (ToR): For 
the team to navigate the complex and difficult 
terrain of systems change, they will need a 
solid foundation of shared agreements and 
protocols. Developing a written ToR is a nec-
essary tool for this foundation, and includes 
sections like group agreements, membership 
roles (i.e. who facilitates, takes notes, etc.), 
agreements on how the team members will 
navigate conflict and harm, decision-making 
protocols, membership expectations, and pro-
tocols for navigating changes in membership/
leadership. 

	¾ Develop Mechanisms for Communication 
and Engagement: Develop mechanisms for 
engagement and communication to ensure 
that the interested and impacted parties being 
represented have a meaningful voice in the 
process. These agreements should include 
both mechanisms for eliciting ongoing and 
meaningful input and feedback on the issues 
and decisions being explored, as well as proto-
cols to strengthen transparency in the process.

Initiative AlignmentInitiative Alignment
The consistency of new research, best practices, and 

other practices and frameworks (i.e. trauma-informed 
practices, evidence-based case management, etc.), has 
naturally created a cascade of new initiatives within youth 
correctional facilities. It is also common that these ini-
tiatives are implemented in a reactive manner – reacting 
to funding availability, state mandates, and/or policy 
requirements. Unfortunately, for many institutions, this 
has had two important impacts: 

1.	 Initiative fatigue has become a widely recog-
nized form of burnout among leadership and 
staff within the youth justice environment. 
Many express concern about the “flavor of 
the month” approach to new initiatives, which 
fosters a sense of disempowerment and 
undermines the significance of these efforts. 
As a result, this disconnection can lead to 
decreased motivation, diminish the overall im-
pact of the initiatives, and diminish an appetite 
for engaging in new initiatives. 

2.	 It also can mean that, at any given time, institu-
tions can have multiple initiatives being im-
plemented without a guiding framework that 
connects all layers of the work. 

Consequently, it is important to build in a process to 
reflect on and design how current initiatives align and 
how restorative approaches can either support, enhance, 
or provide a holistic framework that connects it all. 

Project Action PlanningProject Action Planning
At this stage, action planning for implementation is 

prioritized. Elements of the action plan include goals, 
objectives, activities, responsibilities and timelines. The 
following activities can assist an institution in creating 
a roadmap for implementation.

Project Planning Retreat – Institution Project Planning Retreat – Institution 
WideWide

Once the leadership infrastructure is in place, an insti-
tution-wide project plan can be designed by a group that 
is representative of all the key leadership teams, as well 
as any non-team leadership that would add value and/
or context to the design work (i.e. institutional research 
staff, institutional executives, etc.). 

In our experience, this process can be kickstarted 
through a planning retreat, and then fine-tuned and 
finalized via the engagement and communication plans 
put in place during team development. This initial design 
work is focused on any implementation elements that 

need to be consistent across the institution. Following 
are four key areas that fit that parameter.

1.	 Definition and Guiding Principles for Restor-
ative Justice: group will author what will turn 
into the institution-wide restorative justice 
definition and its guiding principles. 

2.	 Definition of Accountability: group will author 
a definition of accountability, including bench-
marks for how accountability can be measured 
or understood to have happened. 

3.	 Priority Actions for Implementation: group will 
prioritize different elements of implementation 
activities that the facilities and/or institution 
and its facilities might focus on. These can be 
prioritized into short-term (1 to 2-year priori-
ties), mid-term (3 to 4-year), and long-term (5+ 
year) priorities.

4.	 Shared Outcomes: group will identify shared 
outcome goals from restorative justice imple-
mentation that will be shared across all imple-
mentation activities – including those that are 
facility-specific.

Facility Project PlanningFacility Project Planning
Using the work of the project planning retreat team, 

each facility now develops their own implementation 
plans that are specific to their needs and context. 
Facilities have the autonomy to customize their plan, 
assuming the goals, objectives, and activities are in 
alignment with the elements determined within the 
project planning retreat. This work is ideally achieved 
through an initial one-day planning session, and then 
fine-tuned and finalized through ongoing meetings and 
consistent engagement and communication. Meetings 
are most effective when they are scheduled with time 
to accomplish tasks between the meetings – in our 
experience, every other week works well. 

Institutional Mapping Institutional Mapping 
Once all facilities have established their action plans, 

the central leadership team (institution-wide) assesses 
the plans and identifies overlapping priorities, objectives 
and activities. In our Case Study above, each facility 
within Oregon Youth Authority had prioritized the 
implementation of Community Building Circles. As 
described within the case study, the naturally occurring 
design alignment resulted in an ad-hoc committee that 
designed key aspects of the use of Circle to maximize 
the likelihood of fidelity across all facilities.  

Policy, Program and Staffing DesignPolicy, Program and Staffing Design
Once the action plans are created, a process of policy 

modification or creation, restorative program/initiative2  
design, and staffing reallocation or role creation is initiated. 
These key elements do not happen in sequence but are 
iterative given their interdependent nature.

Policy Modification/DesignPolicy Modification/Design
As the project plan, program design, and initiatives for 

restorative justice implementation take shape, policy 
analysis, modification and creation will be necessary. 
Whether to provide the necessary flexibility to staff for 
responding to disruptive or harmful behavior, to carve 
out confidentiality agreements or Memorandums of 
Agreements for facilitated dialogue, or to develop criteria 
for restorative programming, it is necessary that policy 
supports success and mitigates existing barriers.  

Program and Initiative DesignProgram and Initiative Design
Considering which leadership or ad-hoc teams need 

to be involved, the RJ Consultant supports these groups 
in designing program and/or initiative guides that provide 
the frameworks, policies, protocols and procedures to 
effectively initiate and administer the program or initiative. 

A key component that often can be lost in design is 
evaluation. It is important that consideration and planning 
is put into place during the design stage regarding: 

	¾ what and how data will be collected (both 
qualitative and quantitative); 

	¾ what outcomes will be measured; and 

	¾ how the program will be reflective and respon-
sive to data analysis. 

Staffing AllocationStaffing Allocation
During program and policy design, consider staffing 

models for how the program will be administered. It may 
be the case that FTE for particular roles may need to be 
reallocated toward program/initiative administration, or 
in some cases new positions created. 

2	 We differentiate programs from initiatives based on the 
ongoing nature of what is being developed. Programs 
are structures and practices put in place that are to 
be sustained (eg. Community Building Circles within 
Units), while initiatives might be temporary processes 
to address particular issues (eg. institution-wide inquiry 
into the impacts of historic inequities on staff within the 
institution).
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Key Considerations for DevelopmentKey Considerations for Development
Leadership CapacityLeadership Capacity

Ensure sufficient resources and organizational support for project lead-
ers to facilitate restorative justice implementation - address staff short-

ages, workload, and competing priorities that may hinder their ability to lead 
effectively.

Leadership DevelopmentLeadership Development

Provide comprehensive development opportunities for leaders to build 
restorative skills such as circle facilitation, consensus decision-making, 

personal accountability, and sharing power. Ensure leadership has the 
tools and knowledge needed to model restorative principles and values 
in their interactions and decision-making.

Centering EquityCentering Equity

Embed equity into every phase of the project, ensuring that deci-
sion-making, project design, training, and evaluation consistently 

prioritize marginalized voices. Develop trainings, systems, and reflec-
tive practices to ensure equity remains a core focus rather than a checkbox.

Integration and AlignmentIntegration and Alignment

Align restorative justice with existing agency efforts to build on and re-
inforce work already in progress, avoiding the perception of restorative 

justice as just another initiative. Highlight synergies between restorative justice 
and existing practices to maximize resource use and create buy-in from all 

levels of the organization.

Stakeholder EngagementStakeholder Engagement

Foster strong engagement with a diverse group of stakeholders, includ-
ing leadership, staff, youth, and community members, to co-develop 

the restorative justice model. Ensure that ongoing feedback loops are in 
place to refine strategies and maintain investment throughout the devel-
opment and implementation phases.

Slow Down to Move FastSlow Down to Move Fast

Acknowledge that, while this process may require more time than 
institutions are typically accustomed to, it is crucial for achiev-

ing sustainable change. Rushing can result in shortcuts that exacerbate 
inequities and cause harm, ultimately leading to significant delays and cost. 

Investing time in principled decision-making and engagement can begin to 
address past inequities and establish a foundation of strong relationships 

and effective leadership. Moving at an intentional speed will support 
leadership and staff in navigating the complexities of change effi-

ciently and effectively.
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phase 4 phase 4 ImplementationImplementation

Implementation can commence once program manuals and initiative guides are 
completed, policies are aligned to promote success, and staffing is allocated. 

Prior to launching any programs or initiatives, capacity building will often be necessary to set the stage for staff 
competency and service delivery. This will be followed by the launch of any programs or initiatives, ongoing 
coaching and mentoring, and the establishment of a continuing education and succession plan. 

Key Elements for ImplementationKey Elements for Implementation
Education and Capacity Education and Capacity 
DevelopmentDevelopment

It will be important that anyone impacted by the new 
programs or initiatives understands what is coming, why 
it is being initiated, and what the sought-after outcomes 
are. Short educational presentations to all key interested 
and impacted parties can go a long way in building buy-in 
and understanding for those that will be either initiating, 
delivering, or receiving the new services. 

In addition, trainings may be necessary to build skills, 
knowledge and establish the ethos of new programs 
or initiatives. Workshops or trainings that can often be 
included can be: 

	¾ Foundations of Restorative Justice;

	¾ Restorative Leadership; 

	¾ Restorative Inquiry/Engagement;

	¾ Circle Training (Community Building and Sup-
port1  Circles); and

	¾ Restorative Justice Responsive Process Facil-
itator Training (Dialogue, Conferences, and 
Circles).

1	 Support Circles can also be focused on re-entry processes.

Pilot and Initiative LaunchPilot and Initiative Launch
Once staffing is in place and staff are provided the 

resources and capacity to fulfill their responsibilities, 
the program or initiative is launched. Programs and 
initiatives can often benefit from the “Pilot” framing to 
allow for a more flexible approach and growth mindset 
by all involved parties. 

In any launch, it is important for the institution to find 
the balance between commitment and curiosity. The 
institution must communicate a commitment to see 
the program or initiative through in order to achieve the 
necessary buy-in and investment from staff and other 
impacted parties. A stance of curiosity and growth must 
also be communicated to ensure to staff and impacted 
parties that their experience of the program or initiative will 
lead to learning and changes to improve the experience. 

Ongoing Coaching and MentoringOngoing Coaching and Mentoring
Staff utilizing new skills and frameworks or delivering 

new services need ongoing support through coaching 
and mentoring from practitioners with experience in 
restorative approaches. The necessary coaching and 
mentorship is provided either through creating new 

positions with experienced restorative justice practitioners 
or through bringing in community support through 
restorative justice agencies.

Restorative justice practitioners will tell you that harm 
can be caused through restorative approaches that 
do not have fidelity with the values and principles of 
restorative justice. Coaching and mentoring provided 
by experienced practitioners can help mitigate the risk 
of harm being done.

Continuing Education and Continuing Education and 
Succession PlanningSuccession Planning

The implementation phase can also provide space 
for the design teams to establish a plan for continuing 
education and succession. New staff will be hired and 
expected to align their services with any programs or 
initiatives, and those put in positions to deliver programs 
or facilitate initiatives will inevitably move in and out of 
these positions. In addition, the youth population within 
youth corrections is always in transition.

The development of training for incoming staff, pre-
sentations and rituals for incoming youth, and succession 
plans for programmatic staff changes all can be critical 
to sustain effective programs or initiatives. 

Evaluation and LearningEvaluation and Learning
During implementation, mechanisms are designed 

and implemented for the collection of both quantitative 
and qualitative data, regular reflection on the results of 
this data in relationship to the practice, adaptation to 
design and practice, and documentation of the changes 
and learning coming through this process. Through a 
transformative evaluation framework, programs and 
initiatives will improve over time, having more fidelity 
and better outcomes for all interested and impacted 

parties. A few key elements of evaluation might include: 

1.	 Stakeholder Impact and Equity:  Evaluate how 
restorative justice practices have impacted key 
stakeholders, especially marginalized groups. 
Use both qualitative (testimonials, stories) and 
quantitative (participation rates, outcomes 
for different groups) data to assess equity and 
inclusivity in the implementation process.

2.	 Fidelity and Effectiveness of Restorative Jus-
tice:  Assess whether restorative justice prin-
ciples are consistently applied and whether 
processes (e.g., circles, restorative interven-
tions) are effective in achieving their outcome 
goals. Gather participant feedback to ensure 
alignment with restorative values.

3.	 Sustainability and Capacity Building:  Evalu-
ate the long-term sustainability of restorative 
justice efforts, focusing on leadership com-
mitment, ongoing training, and systems for 
onboarding new staff. Assess whether mech-
anisms for coaching, mentoring, and resource 
allocation are in place to maintain the practice 
and its fidelity over time.
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Key Considerations for ImplementationKey Considerations for Implementation

Modeling the WorkModeling the Work

Ensure that leaders and those guiding restorative justice practices consistently 
demonstrate restorative principles and values in their own behavior, decision-mak-

ing, and interactions, reinforcing a culture of dignity, belonging, accountability and 
collaboration.

Continuous Improvement and LearningContinuous Improvement and Learning

Establish mechanisms for ongoing learning, piloting new 
approaches, and integrating continual feedback loops. 

Encourage cross-learning, a growth mindset, and both 
personal and systemic reflection to foster adaptive, 
responsive practices.

Mentoring and CoachingMentoring and Coaching

Implement systems for ongoing coaching, consul-
tation, and mentoring to ensure fidelity to restor-

ative justice principles. Provide continuous profes-
sional development opportunities to support staff 
in their roles.

Onboarding and Sustaining UnderstandingOnboarding and Sustaining Understanding

Develop systems for onboarding new staff and leaders, ensuring they gain a deep 
understanding of restorative justice and the necessary skills to contribute effec-

tively to sustained implementation.

Addressing Past HarmAddressing Past Harm

Acknowledge and address historical harms ex-
perienced by staff and youth within the agency. 

Engage relevant stakeholders in designing and 
leading processes for reconciliation, healing, and 

trust-building.

Data Collection and Continuous Data Collection and Continuous 
ImprovementImprovement

Create systems for ongoing data collec-
tion, integrating surveys, focus groups, 

outputs and impacts/outcomes (e.g., recid-
ivism rates, staff retention). Use this data for 
reflective cycles, ensuring continual feed-
back, adaptation, and improvement of restor-
ative justice implementation based on both 

process and outcome data.
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ConclusionsConclusions
In concluding this implementation guide, it is hoped that it serves as a valuable re-

source, offering practical steps, key considerations, and essential elements for suc-
cessfully implementing restorative justice within the youth correctional context. 

While implementing restorative justice at scale pres-
ents both challenges and opportunities, the principles, 
values, and processes outlined here reflect a tested – yet 
adaptable – implementation model that can foster a 
culture of dignity, belonging, transformation, and repair.  

As leaders embark on this journey of restorative 
justice implementation, it is crucial to recognize the 
responsibility of ensuring that the process itself is infused 
with restorative principles and values. How this work is 
carried out matters just as much as what specifically 
is done. Listening to, and learning from, those directly 
impacted by injustice, inviting individuals with lived 
experience into the conversation, and embodying the 
values of accountability, collaboration, and transparency 

demonstrate the ethos of restorative justice and must 
be modeled throughout the implementation process.

Meaningful change requires time, perseverance, and 
collective effort. Each effort will be unique, adapting to 
the specific context and needs of those involved. It is 
hoped that this guide empowers practitioners, leaders, 
and advocates to navigate the complexities of restorative 
justice with integrity and purpose. Together, a more just 
society can be cultivated—one that prioritizes healing, 
strengthens relationships, and recognizes the transfor-
mative power of restorative justice. This is an invitation 
to commit to a shared vision for youth corrections that 
uplifts all voices and creates meaningful change for all. 
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AppendixAppendix  A Case StudyA Case Study
In February 2021, the Oregon Youth Authority (OYA) embarked on a multi-year jour-

ney to integrate restorative approaches across four facilities through comprehensive 
assessment of existing practices and structures, strategic development, and program 
and initiative implementation. 

In partnership with Just Outcomes as external consultants, implementation of restorative approaches was ini-
tiated within Eastern Oregon Youth Correctional Facility, MacLaren Youth Correctional Facility, Oak Creek Youth 
Correctional Facility, and Tillamook Youth Correctional Facility. Below is a summary of the activities undertaken 
during OYA’s restorative justice implementation project.

phase 1phase 1  AssessmentAssessment
OYA ReviewOYA Review

The project began with a review of the OYA context to 
provide a comprehensive snapshot of the facilities, youth 
characteristics, programming, and related initiatives. The 
aim was to establish baseline data that would inform 
the development of an evaluation strategy and guide 
the approach toward the integration and expansion of 
restorative justice principles across OYA facilities.

RVYCF ReviewRVYCF Review
A review was conducted at Rogue Valley Youth Cor-

rectional Facility (RVYCF), a pilot site for restorative justice 
implementation within OYA that started in 2016. This 
review documented key milestones, impacts, lessons 
learned, and recommendations for future efforts. Insights 
were captured to inform facility leadership teams and 
ensure that the successes at RVYCF could guide the 
broader implementation project.

Literature ReviewLiterature Review
A literature review was conducted to establish a 

theoretical foundation for OYA’s efforts. It focused on 
global research related to restorative justice in juvenile 
correctional institutions, while also drawing on studies 
and lessons from restorative justice implementation in 
adult corrections and schools.

Needs AssessmentNeeds Assessment
A needs assessment was conducted across four OYA 

facilities. It included surveys, interviews, and focus groups 
with staff, youth, and facility leadership. This process 
captured perceptions, needs, concerns, strengths, and 
challenges related to restorative justice implementation. 
The insights gathered provided a foundation for tailoring 
restorative justice practices to each facility’s unique 
context, ensuring that implementation would address 
the real challenges faced by staff members of those 
facilities and the youth they served.

phase 2 phase 2 Infrastructure DevelopmentInfrastructure Development
Establishment of Establishment of 
Leadership TeamsLeadership Teams

Significant time and effort was invested in identifying, 
recruiting, and establishing leadership teams to ensure 
clear roles, diverse representation, and transparent 
communication throughout the project. These teams 
engaged in meaningful discussions to develop agree-
ments and foundational team protocols for addressing 
harm, consensus decision-making, and centering eq-
uity, thereby creating a sustainable infrastructure that 
embodies restorative justice principles. The following 
core leadership teams, illustrated in the diagram below, 
were established:     

1.	 Statewide Steering Committee (SC): Provided 
strategic oversight and guidance for the restor-
ative justice project, ensured alignment with 
broader agency initiatives, removed barriers for 
successful implementation, and supported the 
Facility Project Teams.

2.	 Facility Project Teams (FPT): Designed and 
executed facility-specific restorative justice 
implementation plans, integrated restorative 
justice principles and ensured the sustained 
engagement of staff voice.

3.	 Coordinating Committee (CC): Ensured co-
ordinated restorative justice implementation 
across all facilities, provided leadership, com-
munication, and alignment with agency-wide 
systems and policies to support long-term 
sustainability. The CC also provided a bridge 
between the project and OYA’s Executive 
Team.

4.	 National Advisory Council (AC): Comprised of 
subject matter experts from across the coun-
try, the AC offered guidance and recommen-
dations on project design and implementation 
while serving as liaisons to the larger restor-
ative justice community.
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Leadership Development Leadership Development 
and Trainingand Training

Facility Project Teams participated in a six-day "Foun-
dations in Restorative Justice: Principles, Practices, and 
Leadership for Change" training. Participants of this training 
were provided an orientation to the theories, principles, 
applications, and skills needed for restorative leadership. 
Topics explored included: power and authority; shame, 
punishment, and trauma; restorative justice values and 
principles; restorative environments; and equity.

Initiative Alignment Initiative Alignment 
RoundtableRoundtable

A key element of the development phase was the 
Initiative Alignment Roundtable. This day-long event 
brought together leaders from across OYA to ensure that 
restorative justice implementation aligned with other 
agency priorities, such as Diversity, Equity, Inclusion (DEI), 
Positive Human Development (PHD), and Fundamental 
Practices (FP). The session resulted in a communication 
framework and a collaboratively developed initiative 
crosswalk that identified gaps, reinforcements, and the 
potential role of restorative justice that supported and 
supplemented existing agency initiatives.

Project Planning EventProject Planning Event
A three-day Strategic Project Planning Event con-

vened representatives from the Steering Committee, 
Coordinating Committee and Facility Project Teams 
to collaboratively establish core documents, shared 
language, and frameworks for defining and orienting 
restorative justice within OYA facilities. The event and 
subsequent subcommittee work resulted in a finalized set 
of OYA Guiding Principles, which include a Restorative 
Justice Definition, Guiding Principles for Restorative 
Justice, Benchmarks for Accountability, and Outcomes 
of Restorative Justice Implementation. This provided the 
four Facility Project Teams with a shared foundation to 
build on in their future planning and implementation. 

Facility Project Planning Facility Project Planning 
DaysDays

Day-long Project Planning Sessions were conducted 
at each facility to establish Terms of Reference (ToR) 
for Facility Project Teams and to identify and prioritize 
projects tailored to their unique needs and culture. These 
sessions focused on team formation, group agreements, 
and consensus decision-making protocols, ultimately 
resulting in each facility having a prioritized list of projects 
for restorative justice implementation. This fostered 
buy-in, empowerment, customization, and ownership.

phase 3 phase 3 Design and ImplementationDesign and Implementation
Community Building Community Building 
CirclesCircles

To build relationships, strengthen trust, and foster a 
culture of dignity and belonging, all facilities concurrently 
working through their project designs chose to prioritize 
and initiate their restorative justice implementation with 
Community Building Circles. As a result, Community 
Building Circles became the cornerstone of OYA’s re-
storative justice efforts, leading to the following activities:

1.	 Community Building Circle Training: Seven 
training sessions were conducted, equipping 
approximately 70 OYA staff with the skills and 
knowledge needed to implement Community 
Building Circles as a preventive practice for 
building relationships and ensuring equitable 
space for youth and staff voices.

2.	 Community Building Circle Guide: An ad-hoc 
inter-facility design team developed a Com-
munity Building Circle Guide to create consis-
tencies in practice across facilities, maximizing 
fidelity. The guide connects community build-
ing circles to OYA’s already existing initiatives 
(e.g., Fundamental Practices) and includes 
components such as the role of the Circle 
Keeper and Circle guidelines and expectations. 
Aspects of the program design were left to the 
autonomy of the facilities for customization 
based on their unique needs. 

3.	 Community Building Circle Action Planning: A 
facilitated day at each facility helped develop 
and customize action plans for communicat-
ing, implementing, and monitoring community 
building circles, resulting in clear action plans 
that outlined goals, timelines, and responsible 
parties for executing the Circles.

Restorative Interventions Restorative Interventions 
to Repair Harmto Repair Harm

Driven by a commitment to meaningful accountability, 
healing, empowerment, and community restoration, OYA 
initiated its journey to learn and implement intervention 
processes for addressing incidents of harm, resulting in 
the following activities:

1.	 Restorative Justice Facilitator Training: A spe-
cialized five-day Restorative Justice Facilitator 
Training was conducted for 20 selected staff 

members, equipping them with the skills need-
ed to lead restorative interventions following 
incidents of harm. As a result, staff gained the 
ability to facilitate restorative processes, pro-
mote accountability, and foster healing within 
their facilities.

2.	 Restorative Intervention Action Planning: Par-
ticipants of the Restorative Justice Facilitator 
Training engaged in an action planning session 
to develop roadmaps for implementing restor-
ative interventions within their facilities. These 
sessions included creating actionable plans, 
establishing communication strategies, and 
identifying necessary supports and resources 
to carry this work forward.

Coaching and Capacity Coaching and Capacity 
BuildingBuilding

Coaching and capacity building were vital to the 
implementation process, empowering OYA staff and 
leadership to strengthen their restorative justice skills 
while fostering a collaborative environment for sharing 
insights and addressing challenges.

1.	 Leadership Learning Labs: Monthly Leadership 
Learning Labs provided coaching for OYA 
facility leadership, strengthening their knowl-
edge and ability to model inclusive, equitable, 
and restorative leadership. These sessions 
allowed for inter-facility learning, enabling 
leaders to share insights and collaboratively 
problem-solve.

2.	 Circle Keeper Collaboration Hubs:  
Semi-monthly coaching calls for trained OYA 
Circle Keepers created dedicated spaces 
to connect, address challenges, and share 
insights, fostering community building and 
consistent restorative practices across OYA 
facilities.

ConsultationConsultation
Consultation played a vital role in the implementation of 

restorative justice practices in the form of subject matter 
expertise, facilitation, and third-party perspective. This 
support guided leaders in making informed decisions, 
enhancing their understanding of key information, and 
maintaining alignment with restorative justice principles. 
Through regular collaboration and structured meetings, 
consultation ensured that all voices were heard, fostering 
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a culture of accountability and continuous improvement 
within the project. 

1.	 OYA Leadership Team Meetings: Regular meet-
ings were held with various leadership groups, 
including the Steering Committee, Facility Proj-
ect Teams, and Coordinating Committee. These 
meetings were designed to ensure the ongoing 
implementation and integration of restorative 
justice practices across OYA facilities. Just Out-
comes consultants facilitated these sessions, 
providing subject matter expertise, creating 
agendas, and guiding discussions to promote 
effective collaboration and decision-making.

2.	 Advisory Council Meetings: The national Advi-
sory Council met bi-annually with the Steering 

Committee to review documents and activi-
ties, providing feedback and oversight to hold 
the project in alignment with restorative justice 
principles and values.

3.	 Recommendations for Expansion and Sus-
tainability:  A recommendations document, 
prepared by Just Outcomes and endorsed by 
members of the Advisory Council, was devel-
oped to provide strategic guidance for OYA’s 
leadership in sustaining and expanding restor-
ative justice. The recommendations empha-
sized the integration of restorative justice into 
the agency’s systems, policies, programs, and 
culture.

phase 4 phase 4 EvaluationEvaluation
Evaluation Outcomes Evaluation Outcomes 

An evaluation workgroup was initiated in the early 
stages of the implementation project and included 
experts such as members of OYA’s evaluation team and 
Advisory Council members who specialize in evaluation. 
This workgroup identified five focus areas to measure 
the efficacy of restorative justice implementation: Safety; 
Consistency and Alignment of OYA Structures; Positive/
Healthy Relationships; Youth Skill Development; and, 
Staff Competency. Specific indicators were established 
for each area to measure progress and support the 
overall implementation of restorative justice practices 
across OYA facilities.

Data Collection StrategyData Collection Strategy
A data collection strategy was established within OYA’s 

tracking system to measure progress and assess the 
effectiveness of restorative justice practices in facilities. 
Clear processes were created for data entry, and staff at 
each facility received training to ensure consistent and 
accurate input.

in in SummarySummary
The multi-year partnership with OYA was a meaningful 

and transformative journey, marked by both successes 
and important learnings. As with any systemic change, 
the process involved challenges and the need for course 
corrections. However, by aspiring toward alignment 
with restorative justice values and principles, the project 
achieved meaningful outcomes and tested what we 
believe is a replicable framework for implementation.

While each implementation effort was different, this 
approach provides a tested foundation for others to 
build on. The implementation guide, shaped by the 
learnings from OYA, offers a practical structure to help 
organizations and agencies align their culture, systems, 
and practices with restorative justice values. It serves 
as both a reliable and flexible framework—one that can 
guide future efforts while allowing space for adaptation 
and growth.
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