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KNOW YOUR ROLE: 
WHAT YOU DO AND WHAT

YOU SHARE



STANDARD VIII

A dedicated, multidisciplinary 
team of professionals that…

Manages the day-to-day operations

Reviews participant progress

Contributes observations and 
recommendations based on expertise

Delivers and oversees the delivery of 
legal, treatment, and supervision services



TEAM COMPOSITION

Judge
Program 

Coordinator

Prosecutor

Defense Counsel 
Representative

Treatment 
Representative

Community 
Supervision

Law Enforcement 
Officer

Evaluator



JUDGE

Message: “Someone in authority cares.”

Typically, a trial court judge leads the 
treatment court team; however, in some 

jurisdictions a judicial officer such 
as a magistrate or commissioner may 

preside over the treatment court.



JUDGE – RESEARCH

NPC Research Key Components Study 2008

Recidivism reduction and cost savings relative to 
courts that do not follow these practices.

Cost Savings
36%

Recidivism

153%

The judge spends an average 
of 3 minutes or more per 
participants during status 

review hearings

Cost Savings
4%

Recidivism

84%

The judge was assigned to 
treatment court on a 

voluntary basis

Cost Savings
17%

Recidivism

35%

The judge’s term 
is indefinite



JUDGE – DUTIES
Leader of the team
Knowledgeable about policies and procedures
Knowledgeable about client’s case
Knows them by name
Encourages them to succeed
Emphasizes treatment
Not intimidating
Approachable
Lets them tell their story
Treats them fairly and with respect
Impartial – does not prejudge



PROGRAM COORDINATOR – DUTIES

Maintains accurate and timely records

Oversees fiscal and contractual obligations
Facilitates communication between team members and 
partner agencies
Ensures that policy and procedures are followed

Oversees collection of performance and outcome data

Schedules court sessions and staff meetings

Orients new hires



PROSECUTOR – “NONADVERSARIAL APPROACH”

Typically an assistant district attorney

Assigned to work with the treatment court team
Advocates for public safety and victim interest
Reviews the case and determines if participant is eligible for 
program
Files all necessary legal documents
Holds participants accountable for meeting their obligations
May help resolve other pending legal cases that affect 
participants’ legal status or eligibility



PROSECUTOR – “NONADVERSARIAL APPROACH”

Agrees that a positive drug test or open court admission of drug 
possession or use will not result in filing of additional charges

Makes decisions regarding the participant’s continued 
enrollment in the program based on performance in treatment 
rather thank on legal aspects of the case, barring additional 
criminal behavior



PROSECUTOR – RESEARCH

NPC Research Key Components Study 2008

Recidivism reduction and cost savings relative to courts 
that do not follow these practices.

Recidivism

35%

Prosecutor attends 
court sessions

Cost Savings
171%

Prosecutor 
attends staffing
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DEFENSE ATTORNEY – “NONADVERSARIAL APPROACH”
Typically an assistant public defender or private defense attorney 

specializing in treatment court cases

Contracted to work with the program to provide consistency

Reviews the arrest warrant, affidavits, charging document, and other 
relevant information, and reviews all program documents (e.g., 
waivers, written agreements)

Advises the participant as to the nature and purpose of the 
treatment court, the rules governing participation, the consequences 
of abiding or failing to abide by the rules, and how participating or 
not participating in the program will affect his or her interests



DEFENSE ATTORNEY – “NONADVERSARIAL APPROACH”

Explains all the rights that the participant will temporarily or 
permanently relinquish

Gives advice on alternative course of action, including legal and 
treatment alternatives available outside the program, and discusses 
with the participant the long-term benefits of sobriety

Explains that because criminal prosecution for admitting to 
substance or alcohol use in open court will not be invoked, the 
participant is encouraged to be truthful with the team 



DEFENSE ATTORNEY – RESEARCH

NPC Research Key Components Study 2008

Recidivism reduction and cost savings relative to courts 
that do not follow these practices.

Cost Savings
93%

Defense attorney 
attends staffing

Recidivism

35%

Defense attorney 
attends court sessions



COMMUNITY SUPERVISION

Typically a probation officer or 
pretrial services officer

Performs drug and alcohol testing.

Conducts home and/or employment visits.

Provides case management as participant goes through program

Delivers cognitive-behavioral interventions that are criminogenic 

risk and need focused.



TREATMENT REPRESENTATIVE

Typically an addiction counselor, 

social worker, psychologist, or 

clinical case manager



TREATMENT REPRESENTATIVE – RESEARCH

3x greater savings when 
treatment includes a phase 

on relapse prevention

NPC Research Key Components Study 2008

Recidivism reduction relative to courts that do not 
follow these practices.

Recidivism

119%

Treatment communicates 
with court via email

Recidivism

76%

Treatment court works with two 
or fewer treatment agencies

Recidivism

80%

Treatment court offers 
mental health treatment

Recidivism

100%

Treatment attends 
court sessions



LAW ENFORCEMENT

Sworn police officers, deputy sheriff’s, highway patrol 

officers, tribal officers whose primary job function is 

prevention, detection, or investigation of any violation 

of criminal law; authorized to carry firearms and to 

make an arrest for violations of law.



LAW ENFORCEMENT – RESEARCH

NPC Research Key Components Study 2008

Recidivism reduction relative to courts that do 
not follow these practices.

Recidivism

88%

Law enforcement is a member 
of the treatment court team

Recidivism

83%

Law enforcement 
attends court sessions



EVALUATOR

Typically an independent skilled evaluator or professor 
from a local college, college student, statewide 

evaluator, or local county evaluator

Examines whether the treatment court is adhering to 
best practices and participant outcomes no less than 
every 5 years
Helps the team identify the performance data elements 
to be collected
Identifies a comparison group for the evaluation



TEAM

COMMUNICATION



COMMUNICATION STRATEGIES
Photos by Fred R. Conrad: Reprinted with permission.



THE NETWORK FOR IMPROVEMENT OF ADDICTION TREATMENT

ORGANIZATIONAL IMPROVEMENT MODEL

Received a grant in 2012 to study 10 
treatment courts using the 
Organization Improvement Model

• Provided consensus training 
• Skills that create a climate of 

psychological safety important in 
eliminating conflict and 
promoting high performance



PSYCHOLOGICAL SAFETY

Psychological safety is a 
shared belief that the team 

is safe for interpersonal risk 
taking . . . being able to show 

and employ one’s self 
without fear of negative 

consequences of self-image, 
status, or career.



THE NIATX ORGANIZATIONAL IMPROVEMENT MODEL

Avoid ego-centered communications
• Focus statements on the substantive issue 

at hand rather than attempting to be “right” 
or win an argument

Avoid downward communication
• Ensure that all team members, regardless of 

status or authority, have an equal 
opportunity to speak



THE NIATX ORGANIZATIONAL IMPROVEMENT MODEL

Practice attentive listening
• Hear all aspects of a team member’s 

statements before thinking about or 
forming a response

Reinforce others’ statements
• Express appreciation for a team member’s 

input before making counterarguments or 
changing the subject



THE NIATX ORGANIZATIONAL IMPROVEMENT MODEL

Find common ground
• Acknowledge areas of agreement among 

team members before making 
counterarguments

Reframe statements neutrally
• Restate a position in a manner that 

minimizes counterproductive affect such as 
anger or frustration



THE NIATX ORGANIZATIONAL IMPROVEMENT MODEL

Ensure inclusiveness
• Ensure that all team members weigh in 

on subjects within their area of 
expertise or experience

Show understanding
• Restate others’ positions to 

demonstrate accurate understanding



THE NIATX ORGANIZATIONAL IMPROVEMENT MODEL
Engage in empathetic listening

• Imagine oneself in other team members’ 
positions to understand issues from their 
prospective

Sum up
• The judge should recap the various 

arguments and positions, assure the team 
that all positions were considered carefully, 
and explain his or her rationale for reaching 
a conclusion or tabling the matter for 
further information



THE NIATX ORGANIZATIONAL IMPROVEMENT MODEL
Treatment courts trained in the NIATx model 

• Enhanced team communication skills
• Increased staff job satisfaction
• Improved program efficiency

Which led to

• Higher admission rates
• Shorter wait times for treatment
• Reduced no-show rates at scheduled 

appointments

(Melnick et al., 2014b)

(Wexler et al, 2012)



KEY FACTORS TO IMPROVE COMMUNICATION

Keep communication professional 
• Name calling, talking behind others’ backs, 

and gossip only harm team dynamics

Don’t let problems fester 
• Just as undesired problems with clients are 

dealt with immediately to change behaviors, 
so must unproductive behaviors of team 
members that divide the team be addressed 
immediately



HOW ARE WE DISCUSSING
INFORMATION?



For updates on clients

Arrange special staffing sessions

Keep team updated on any changes

EMAIL COMMUNICATION

Arguing positions

Express concern over a team member’s behavior

Engage in team splitting

DO NOT!!!



Verbal aggression
Noun – the use of irony to 
mock or convey contempt

AVOID USING IN EMAIL COMMUNICATION

Sarcasm
Send only emails 

you are OK with 

seeing in the 

Washington PostSpeculation
Story Telling



Explicitly agree on the ground rules and what each one means

Develop a team mindset that’s congruent with the ground rules

Agree that everyone is responsible for helping each other use the 
ground rules

Discuss how you are using the ground rules and how to improve 

GUIDELINES TO PROFESSIONAL COURTESY

Ground Rules

Memorandum of Understanding



STAFFING



DRUG COURT STAFFING / PRE-CASE CONFERENCING

The purpose of staffing is to present a coordinated 
response to offender behaviorWhat

Who
Judge
Coordinator
Prosecutor
Defense counsel
Treatment
Probation
Law enforcement

When
Eligibility
Arraignment
Progress report
Probation revocation or 
termination
Regression or advancement
Return on warrant
Pre-graduation or graduation

Anytime prior to 
seeing the participant Why

Shared decision 
making
Docket control
Informed approach
Empowerment of team



PRE-COURT STAFF MEETINGS

Review participants’ progress

Develop a plan to improve outcomes

Prepare for court hearings

Held in conjunction with treatment court status 
hearings

Consistent attendance by all team members

Staffings are presumptively closed



SHARING INFORMATION
Assessment results pertaining to a participant’s eligibility for treatment 
court and treatment and supervision needs

Attendance at scheduled appointments/sessions

Drug and alcohol test results conducted by the treatment center, 
including efforts to defraud or invalidate

Attainment of treatment plan goals

Evidence of symptom resolution or exacerbation

Evidence of treatment-related attitudinal changes

Attainment of treatment program phase requirements



SHARING INFORMATION

Compliance with supervision requirements that treatment professional 
may be aware of (e.g., electronic monitoring, home curfews, travel 
limitations, stay aways, etc.) 

Adherence to legally prescribed and authorized use of medicines—if 
relevant to team decisions

Procurement of unauthorized prescriptions or addictive or intoxicating 
medications

Commission of or arrests for new offenses that treatment professionals 
may be aware of

Menacing, threatening, or disruptive behavior



STATUS HEARINGS

Team members may report on participant’s progress, offer praise, or 
answer additional questions from the judge

Mic your participants

Ask open-ended and skill-building questions

NPC Research Key Components Study 2008

Recidivism reduction relative to courts that do 
not follow these practices

Recidivism

48%

Held biweekly at minimum

Recidivism

35%

All team members in 
attendance



TEAM TRAINING

Pre-implementation training

Continuing education workshops

Tutorials for new staff
Orientation

Online training at NDCI.org
NPC Research Key Components Study 2008

Recidivism reduction and cost savings 
relative to courts that do not follow 
these practices.

Recidivism

57%

New hires complete a formal 
training or orientation

Cost Savings
238%

All team members received 
training prior to implementation



ANY
QUESTIONS?
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