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Signs of Impairment
Program Crash
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Do any of these sound familiar? 
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“The judge just does her own thing.”

“What’s the point?”

“I didn’t receive any training.”

“You’re wrong.”

“We can’t do it that way.” “He had three days jail 
last time. He should get 

five days this time.”

“It works better this way.”

“That data is wrong.”

“We don’t have 
law enforcement 

on the team.”

“I use parts of 
different treatment 

curriculums and 
came up with my 

own.”

“They rarely come to staffing.”



Crash is Imminent

• Team member turnover
• Absent team members
• Communication issues
• Drift
• Complacency 
• Apathy
• Throwing darts
• Data issues… not trusting the data
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Multnomah County, Oregon:
DUII Intensive Supervision Program
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• Est. in 1998
• Served more than 3,000 

people
• 75% completion rate

In 2017…
• New judge
• New case manager
• Missing team members



Habitual Behavior
Identifying and Changing Behavior



Despite Training…

• Poor communication

• Not following directions

• Dismissing procedure/Drift

• Not relying on your training 

• Working individually 

• Panic, yelling, name calling

• Dysfunction 
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Dwight Missed the Mark

People learn in many ways

Leaning styles impact how team 
members will reach solutions

Experience does not equate better 
outcomes 



NIATx: Network for Improvement of 
Addiction Treatment  

• Evidence based model

• Began in 2003 with the question: 
could strategies in manufacturing 
be used to improve services in 
SUD treatment settings

• Rapid-Cycle Change

• Improve team processes and 
consumer access and retention
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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

NIATx Organizational Improvement Model
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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.

Psychological Safety



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

NIATx Organizational Improvement Model
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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

NIATx Organizational Improvement Model
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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

NIATx Organizational Improvement Model
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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)

NIATx Organizational Improvement Model
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Team Turn Over

Orientation of new team members/Onboarding
• Reading materials
• Shadowing 
• Online resources
• Confidentiality

Ongoing training
• Policy meetings
• Team building
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Reviving the Program
Assessing and Planning



Evaluating Your Program

DWI Court Checklist

Self evaluation looks at how you 
meet each guiding principle

Free to download
www.dwicourts.org/publications
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https://www.dwicourts.org/resources/publications/


Evaluating Your Program
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BEST Assessment

Self evaluation developed by NPC 
Research to identify strengths and 

barriers of DWI courts

Fee associated to assessment



Using an Evaluation
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Identifying Barriers

1. Meet as a team to discuss the barriers

2. Prioritize the barriers to address

3. Decide goals, timelines, and assign 
tasks

4. Review progress and make changes



Prioritizing Program Barriers
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Prioritizing Barriers

1. Write out all barriers 

2. Identify barriers that are easy to 
address

3. Break down barrier into steps to do 
and assign roles

4. Give deadlines



Working Through Program Barriers

dwicourts.org24

Working Through Barriers

1. Clearly map out a plan to 
accomplish barriers (think about 
SMART goals)

2. Evaluate and problem-solve new 
barriers that pop-up

3. Adjust plan



Working Through Program Barriers
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Systematic Change

1. Identify the stakeholders key to 
make the changes

2. Prepare materials and plan how to 
change and why to change

3. Set up a meeting to gain support 
and make a plan

4. Get outside help



What’s Going On In The Field?
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You are not alone

1. Contact nearby DUI court programs

2. Contact your state/regional 
leadership for ideas

3. Contact the Academy Courts about 
how they address this issue

4. Contact NCDC about innovative 
practices in the field



DATA…DATA…DATA
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Track All Changes

1. Are you able to answer programmatic 
questions with collected data?

2. Identify the key data points to track to 
see if the changes made are effective

3. Evaluate and compare data pre-
changes and post-changes

4. Adjust based on data results



Need Additional Help?
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NCDC technical assistance

NHTSA JOL

State/local resources

Training



Multnomah County, Oregon:
DUII Intensive Supervision Program

dwicourts.org29

• Evaluated team dynamics and 
defined roles

• Addressed eligibility criteria, 
assessments, and entry process

• Restructured staffing and hearings

• Redefined phases and addressing 
behavior

“With NCDC’s help, we were able to identify very real changes to make in our program that will pay positive 
benefits to our participants, changes I don’t think we would have thought to make on our own.” – Judge



NCDC
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