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E x e c u t i v e  S u m m a r y  

Introduction 

This report provides the results of the formative and summative evaluation of the Drug Treatment 
Court Program for the Americas (DTC CICAD). 

Project Profile 

Since 2008, through various international initiatives, the OAS, the Inter-American Drug Abuse 
Control Commission (CICAD) of the Secretariat for Multidimensional Security has been working to 
promote drug treatment courts and similar court-supervised treatment alternatives to incarceration 
in the Americas.  

Drug dependence is considered under the new Hemispheric Strategy of 2010 (approved by OAS 
member states) as a chronic relapsing disorder that must be addressed and treated as a public 
health matter, on a par with the treatment of other chronic diseases.  

Building on the modality of drug treatment courts, already tested in countries like Chile, Canada and 
the US, among others, with positive results, the program Drug Treatment Courts for the Americas 
was officially launched during CICAD 48th Regular Session (CICAD 48) in Washington, DC in 
December 2010. Program activities began in earnest in 2011. 

Drug treatment courts handle cases involving drug-using offenders through a system involving 
comprehensive supervision, mandatory drug testing, treatment services (and other therapeutic 
interventions) and immediate sanctions and incentives. They provide the focus and leadership for 
community-wide, anti-drug systems, bringing together criminal justice, treatment, education and 
other community-based partners in the reduction of substance dependency and abuse and 
criminality.  

The overall objective of the DTC CICAD is to contribute to reducing: crime, relapse into drug use, and 
the prison population in the Americas by establishing and/or improving drug treatment courts for 
drug-dependent offenders and other alternatives to incarceration in OAS member states. The 
countries currently benefitting through the program are: Argentina, Barbados, Belize, Colombia, 
Costa Rica, Dominican Republic, Jamaica, Mexico, Panama, Peru, Suriname, the Bahamas, Trinidad 
and Tobago.  

The program further seeks to help the governments of OAS member states and specialized 
professionals (justice, health, among other ministries and agencies) set up or consolidate drug 
treatment courts in their jurisdictions to offer a court-supervised alternative to incarceration for 
drug dependent offenders, thus, contributing to reductions in crime, drug recidivism, and prison 
population in the Americas. 

Its specific objective, as set out in the project documents, is to help the governments and court 
systems of OAS member states and specialized professionals set up pilot drug treatment courts in 
their jurisdictions.  

The program aims to enhance the capacity of recipient countries in terms of DTC policies, 
procedures and enforcement, through specialised training sessions, study visits to better 
understand existing good practices, and providing specialised technical assistance that offer state-
of-the-art policy and technical tools so that countries can decide which ones are more suitable for 
their own context. Subsequent phases of the program will build on the results of these pilot 
experiences in terms of establishing reliable monitoring and evaluation practices, strengthening 
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institutionalisation and interagency cooperation, and ensuring the financial sustainability of the 
systems adopted. 

Evaluation Background, Purpose and Methodology 

As the first stage of the program comes to an end, this external evaluation has been commissioned in 
order to assess the results of the first phase and to inform the design and implementation of the 
following phases. The evaluation therefore combines formative and summative elements.  

The focus of the evaluation is particularly on the program’s effectiveness and efficiency, but also 
includes the criteria of relevance and sustainability. 

The assignment has been carried out in conformity with international evaluation standards 
including OECD-DAC and UNEG principles and guidelines. With the resources available, the 
evaluation is evidence-based and utilization-focused. Stakeholder participation has been sought and 
incorporated into the evaluators’ understanding of the information collected, analysis performed, 
findings presented, recommendations made, and results disseminated. The consultant is 
independent.  Thus while factual errors were corrected, the conclusions reached are those of the 
evaluator, based on the context and evidence presented. 

The consultant has obtained data from a desk review of documents, and semi-structured interviews 
with key stakeholders. During the month of April 2014, field visits were undertaken in the following 
countries: Trinidad and Tobago, Dominican Republic, Costa Rica and the province of Salta, 
Argentina. These countries were selected as a purposive sampling of countries that have 
implemented the program. They represent a broad spectrum of participating countries in different 
stages of implementation of the DTC pilots, as well as countries where activities were funded by 
different donors either separately or jointly, and with different legal systems. Therefore, it is felt that 
this sample provides a reasonable representation of the spectrum of experiences of the program. 
Countries where the process has only begun recently were deliberately not included in the sample, 
since they were deemed to be unlikely to provide a complete picture of the program’s performance. 

In addition, semi-structured and open-ended interviews were conducted during the Vancouver 
study visit with representatives from participating Caribbean countries, including Barbados, Jamaica 
and Belize. The short timeline for the evaluation did not allow for the conduct of additional 
telephone interviews with key informants in other non-visited countries. 

The data collected was analysed primarily through content analysis. All methods of data collection 
have been undertaken with a utilization-focused approach emphasising lessons learned and good 
practices with an aim to better inform future programming. 

Findings 

Relevance 

Finding 1: The theory of change for the DTC CICAD program, while not explicitly formulated, is clear and 
logically structured. It is clearly reflected in the program’s logic model, which includes appropriate indicators 
and allows for effective monitoring of results. 

Finding 2: The DTC CICAD program is an integral component of the priorities of CICAD, as it directly supports 
the New Hemispheric Drug Strategy.  

Finding 3: The DTC CICAD program is well-aligned with the priorities of participating countries, given that 
participation in the program occurs at the countries’ request, and that it requires participating countries to 
invest their own resources for participation.  
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The DTC CICAD responds to a real issue in participating countries. Indeed, according to the most 
recent reports, about 20% of drug users in the world are considered problem drug users, or drug 
dependent. Even if there are still difficulties in quantifying the drug/crime relationship, there is 
substantial evidence that connects problematic users to crime and security. By promoting drug 
policies and strategies to reduce the number of problem drug users, there can be an impact on crime 
rates. Even as it seems to be obvious that not all drug users are offenders, however, there is evidence 
showing that a large number of people committing crimes are drug abusers or dependent users. 
Thus, a program that aims to provide treatment for this population constitutes a direct response to 
this growing problem. This is clearly in line with CICAD’s current Hemispheric Strategy. 

Effectiveness 

Finding 4: The DTC CICAD program has amply exceeded all of its objectives, in that the relevant institutions 
have been established, the training activities have taken place, and technical support/assistance has been 
delivered as planned.  

Finding 5: The workshops, training events, study visits and technical assistance provided through the DTC 
CICAD have been seen as of consistently high-quality by respondents, although there is an unmet demand for 
additional training focused on treatment providers  

Finding 6: The activities organised by the DTC CICAD have increased awareness at the policy level, improved 
the capacity of professionals in the judiciary and health services, and constitute a continuous source of 
information and motivation for the development of DTCs in participating countries. The program has been 
particularly instrumental in developing interagency cooperation. 

Finding 7: Early indications are that participants in the DTC pilot projects are benefitting from their 
involvement in the program. 

Finding 8: The personal and professional commitment of all persons involved appears to be a key 
determinant in the effective implementation of the program. 

Finding 9: The extent to which the program is removed from the political arena plays an important role in its 
ability to be implemented successfully. 

The DTC CICAD has exceeded its planned activities and outputs, in a timely manner. It has been 
especially effective from the perspective of capacity building, since it has been able to support 
participating countries to develop fully functional multidisciplinary teams. The program’s approach 
of combining theoretical and practical content has proved beneficial as well as popular. One of its 
most successful elements has been the support it provides for interagency cooperation, which has 
effects on the sustainability of program outcomes. 

The key factor for the program’s effectiveness has been the commitment and dedication of both 
participating country teams and of the DTC CICAD staff. 

Efficiency and Management 

Finding 10: The program has been cost effective largely because it is based on cost-sharing, and it leverages 
other events. 

Finding 11: The DTC CICAD program is appropriately and transparently managed, with a small staff 
supplemented by external consultants. 
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Finding 12: The DTC CICAD program benefits significantly from the professionalism and personal 
commitment of its staff.  

In addition to management practices conforming to the highest international standards, the DTC 
CICAD program has made a hallmark of the practice of cost-sharing. This has allowed it to surpass its 
planned activities and outputs for over a dozen countries with a relatively small budget, while 
maintaining high standards of quality.  

This is a major achievement of the program and represents an excellent example of good practices 
that should be adopted more broadly in the design of cooperation programs. 

The small staff has been able to effectively manage this wide ranging program in large part due to its 
professionalism and personal commitment to the program. 

Sustainability  

Finding 13: The financial sustainability of program activities within CICAD itself is ensured by the proactive 
resource mobilisation undertaken by the DTC CICAD program manager.  

Finding 14: The financial sustainability of program activities is promoted by the fact that the DTC CICAD does 
not fund the operation of the pilot projects, which is shouldered by the participating countries. However, the 
formal inclusion of the DTCs into the countries’ budgets should be encouraged if –as expected- the pilot 
projects lead to an expansion of the DTCs. 

Finding 15: The operational sustainability of the program outcomes will depend on the results of the pilot 
projects. The foundations have been laid for ensuring the institutional sustainability of program activities, but 
the replicability of results will depend on the quality of the monitoring system in place. 

The design of the program as the initial phase of a broader agenda has allowed it to lay strong 
foundations for the sustainability of both the program itself and of its outcomes. However, it will be 
important in the next phases to pay particular attention to the full institutionalisation of the pilot 
DTCs, as well as to the appropriate monitoring of their performance. 
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Good practices 

The program has developed a number of good practices that should be highlighted: 

Ensuring the success of a multidisciplinary initiative is promoted by: 

 Formal requirement in MOU to establish interagency Steering or Executive Committee for 
the project 

 Including both policy and operational practitioners in the Steering Committee 

Cost effectiveness is promoted by: 

 Enshrining in MOU the participating countries’ commitment of human, financial and material 
resources 

 Leveraging existing events to complement training activities and study visits 

Sound management is promoted by: 

 Controlling staffing costs by partnering with established institutions and expert consultants 
to deliver specialised outputs 

The sustainability of program outcomes is promoted by: 

 Requiring the participating countries’ commitment of human, financial and material 
resources 

 Investing in organisational capacity building 

 Fostering interagency cooperation 

Recommendations 

Effectiveness 

 RECOMMENDATION 1: In order to maximise the effects of capacity building activities, DTC 
CICAD should couple in-country training sessions with additional direct technical assistance 
to help beneficiaries translate the material learned to their own context 

 RECOMMENDATION 2: Given that study visits have been generally described as being 
particularly effective, DTC CICAD should consider strengthening this element of the 
program’s capacity building activities.  

Efficiency 

 RECOMMENDATION 3: If the program continues to grow, DTC CICAD should to consider 
additional staff in order to maintain the quality of outputs, supported by additional funding. 

Sustainability 

 RECOMMENDATION 4: The first phase of the DTC CICAD program having shown impressive 
results, donors should consider increasing their financial support for its expansion and 
consolidation. 

 RECOMMENDATION 5: As is contemplated in the next stages of the program, DTC CICAD 
should pay particular attention to putting in place strong monitoring systems. 

 RECOMMENDATION 6: As is contemplated in the forthcoming stages of the program, DTC 
CICAD should ensure that successful pilot projects should be fully institutionalised.  
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1. Introduction 

This General Report presents the findings of the Formative and Summative Evaluation of the Drug 
Treatment Court Program for the Americas (DTC CICAD), based on document review, conversations 
with project staff, country representatives, and field visits to four participating countries. The report 
is organized into four sections as follows: 

 Section 2: Context of the evaluation (Evaluation Framework and Methodology) 

 Section 3: Evaluation Findings 

 Section 4: Conclusions 

 Section 5: Recommendations 

This report also contains five appendices that supplement the information contained in the main 
body of the report:  

 Appendix I: Evaluation Matrix 

 Appendix II: Interview Protocol 

 Appendix III: List of Respondents 

 Appendix IV: List of Documents Consulted 

 Appendix V: Country Profiles 
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2. Context and Purpose of the Evaluation 

2.1 Context 

2.1.1 Background 

The Hemispheric Drug Strategy adopted by the Inter-American Drug Abuse Control Commission 
(CICAD) in May 2010 recognises that  

“The world drug problem, including its political, economic, social and environmental 
costs, constitutes a complex, dynamic and multi-causal phenomenon that presents a 
challenge to States and their governments. (…) Likewise, the world drug problem 
constitutes a global challenge that negatively impacts on the public health, security and 
well-being of all humanity. It also undermines the bases of sustainable development, the 
judicial systems, political and economic stability and democratic institutions, 
representing a threat to security, democracy, good governance and the rule of law.” 
(CICAD 2010: 1) 

In addition, the new Hemispheric Strategy of 2010 (approved by OAS member states) considers 
drug dependence as a chronic relapsing disorder that must be addressed and treated as a public 
health matter, on a par with the treatment of other chronic diseases. Article 22 of the Strategy 
specifically states: “It is necessary to explore the means of offering treatment, rehabilitation and 
recovery support services to drug-dependent criminal offenders as an alternative to criminal 
prosecution or imprisonment”. This initiative then directly responds to that article. 
DTCs have been tested in countries like Chile, Canada and the US, among others, with positive 
results. For example, a study conducted by the Canadian 
Department of Justice using data from 66 individual drug 
treatment courts concluded that DTCs “significantly reduced” 
recidivism among participants by 14% when compared to 
control groups.1 In the US and Canada, DCT participants 
experienced over 30% fewer days incarcerated over an 18 
month period, 17% fewer re- arrests over a 24 month period, 
and a 45% reduction of days sentenced on any offense over a 
24 month period. The same study indicates that DTCs can 
lead to decreased drug use. Self-reporting of drug use by 700 
participants demonstrated a decrease in all forms of drug use. 
This was confirmed by saliva tests.2 
Building on the modality of drug treatment courts, the 
program Drug Treatment Courts for the Americas was 
officially launched during CICAD’s 48th Regular Session 
(CICAD 48) in Washington, DC in December 2010. Program 
activities began in earnest in 2011. This program offers 
member countries interested in drug treatment courts a 
variety of activities and strategies to be carried out according 
to their priorities, needs, and level of commitment, so they 
can implement or consolidate the drug treatment court model 
in the Americas. This initiative follows on the foundations 
built through prior actions carried out by the OAS (through CICAD/SMS) in the past three years, and 

                                                 
1 Jeff Latimer,, Kelly Morton-Bourgon and Jo-Anne Chrétien (2006) ; A Meta-Analytic Examination of Drug Treatment 
Courts: Do They Reduce Recidivism?; p. iii.   
2 CICAD (2012); Preliminary Framework for Evaluating Drug Treatment Courts; pp. 11-12. 

LIST OF PARTICIPATING 
COUNTRIES: 

 Argentina 
 Barbados 
 Belize 
 Colombia 
 Costa Rica 
 Dominican Republic 
 Jamaica 
 Mexico 
 Panama 
 Peru 
 Suriname 
 The Bahamas 
 Trinidad and Tobago 

These countries benefit from the 
experience and support of 
countries in the hemisphere with 
broader  experience with the 
model: Canada, Chile, and the 
United States 
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is based on the results and discussions started through the EU-LAC Drug Treatment City 
Partnerships project. 

Since CICAD 48, and through subsequent CICAD regular Sessions, OAS member states have had the 
opportunity to join this program. By 2014, the following countries have expressed interest in this 
program: Argentina, the Bahamas, Barbados, Belize, Colombia, Costa Rica, the Dominican Republic, 
El Salvador, Jamaica, Mexico, Panama, Peru, Suriname, Trinidad and Tobago. Funds for Caribbean 
countries, plus Costa Rica and the Dominican Republic have been secured through the support of the 
Government of Canada.  

Beginning in June 2011, the project also receives funding from the United States’ Bureau of 
International Narcotics and Law Enforcement Affairs (INL), supporting activities in Argentina, 
Mexico, Panama, Colombia, and Peru, as well as co-funding activities in Costa Rica and the 
Dominican Republic. In addition, the project has received financial support from the government of 
Trinidad and Tobago and has enjoyed institutional collaboration from the Caribbean Community 
and Common Market (CARICOM), and is currently working on finding synergies to explore this 
modality to other Caribbean member states. 

2.1.2 Program description 

The overall objective of the Drug Treatment Program for the Americas (DTC CICAD) is to contribute 
to reducing: crime, relapse into drug use, and the prison population in the Americas by establishing 
and/or improving drug treatment courts for drug-dependent offenders and other alternatives to 
incarceration in OAS member states. It further seeks to help the governments of OAS member states 
and specialized professionals (justice, health, among other ministries and agencies) set up or 
consolidate drug treatment courts in their jurisdictions to offer a court-supervised alternative to 
incarceration for drug dependent offenders, thus, contributing to reductions in crime, drug 
recidivism, and prison population in the Americas. 

Its specific objective is to help the governments and court systems of OAS member states and 
specialized professionals set up pilot drug treatment courts in their jurisdictions.  

The objectives and activities described in this section correspond to the initial phase of a broader 
program approach, which is intended not only to establish and/or improve drug treatment courts 
for drug-dependent offenders but also to assist in the development and strengthening of other 
alternatives to incarceration, for adults as well as for youth. As such, this phase of the program has 
focused on sensitisation and on laying the groundwork for the establishment of Drug Treatment 
Courts (DTCs) through the provision of specialised training for relevant professionals and 
supporting the establishment of pilot projects to assess the viability of DTCs in participating 
countries. 

More specifically, the program aims to enhance the capacity of recipient countries in terms of DTC 
policies, procedures and enforcement, through specialised training sessions, study visits to better 
understand existing good practices, and providing specialised technical assistance that offer state-
of-the-art policy and technical tools so that countries can decide which ones are more suitable for 
their own context. Subsequent phases of the program will build on the results of these pilot 
experiences in terms of establishing reliable monitoring and evaluation practices, strengthening 
institutionalisation and interagency cooperation, and ensuring the financial sustainability of the 
systems adopted. 



Evaluation Report – DTC Program July 2014 

 

 4 

2.2 Evaluation purpose 

As the first stage of the program comes to an end, this external evaluation has been commissioned. 
In order to assess the results of the first phase and to inform the design and implementation of the 
following phases, this evaluation combines formative and summative elements.  

The focus of the evaluation is particularly on the program’s effectiveness and efficiency, but also 
includes the criteria of relevance and sustainability. As noted in the Terms of Reference, this 
assignment includes: 

 An analysis of the management and execution of the project in addition to a 
formative/summative (where applicable) evaluation with the goal of understanding the 
results of the project 

 A brief analysis of the development, design, implementation, and management of the project  

 An assessment of the institutional and financial sustainability of the interventions financed 
by the project 

 The documentation of lessons learned from operations related to the planning, design, 
implementation, management, and sustainability of the project  

 An assessment of the degree of achievement of the foreseeable outputs and activities 

 The formulation of recommendations towards improvement of future plans and designs for 
similar projects. 

2.2.1 Evaluation approach and methodology 

The assignment has been carried out in conformity with international evaluation standards 
including OECD-DAC and UNEG principles and guidelines. Within the resources available, the 
evaluation is evidence-based and utilization-focused. Stakeholder participation has been sought and 
incorporated into the evaluators’ understanding of the information collected, analysis performed, 
findings presented, recommendations made, and results disseminated. The consultant is 
independent, thus while factual errors will be corrected, the conclusions reached are those of the 
evaluator, based on the context and evidence presented. 

2.2.1.1 Data Collection Methods  

The consultant has obtained data from a desk review of documents, semi-structured interviews with 
key stakeholders. These elements will be described in more detail below. All methods of data 
collection have been undertaken with a utilization-focused approach emphasising lessons learned 
and good practices with an aim to better inform future programming.  

Document Review 

An initial document review was undertaken during the preparation phase of this evaluation, serving 
to provide key background information to inform the other methods to be used, as well as 
identifying gaps in knowledge and data sources. In addition, documents provided by DTC CICAD and 
by counterparts have been incorporated into the consultant’s assessment, as they provide both 
additional detail and context for the assessment of the program. 

Documents reviewed include, but are not limited to: 

 Project planning and reporting documents, including event evaluation questionnaires 

 Donor reports 

 Documents produced by the program, including: 
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o a publication 

o a monitoring and evaluation draft manual for Drug Treatment Courts (DTCs) 

o a GAP analysis 

o feasibility studies 

o policy papers 

 Publications, brochures and other documents produced by national counterparts. 

Field visits and sampling 

This evaluation covers the DTC CICAD program overall, considering the participating countries 
according to the following classification: 

 Group I. Countries that, by the first quarter of 2014, and with the assistance of the ES-CICAD, 
have launched or consolidated a DTC pilot since joining the ES-CICAD Drug Treatment Court 
Program initiative in 2010: Argentina, Costa Rica, the Dominican Republic, Panamá, Jamaica, 
Trinidad and Tobago, Panama, and Barbados. 

 Group II. Countries that, by the first quarter of 2014, have initiated exploring the feasibility 
of the DTC model as part of the cooperation received by the ES-CICAD since the program was 
launched in 2010: Belize, Colombia, Peru. 

 Group III. Country that is monitoring (through diagnostic study) its DTC Pilot Project: 
Mexico. A separate Evaluation of this Group is being carried out by ES-CICAD (in cooperation 
with the Center for Court Innovation, CCI and American University, AU), parallel to this 
evaluation.  

 Group IV: Countries that, even by receiving assistance from the ES-CICAD through the DTC 
Program for the Americas, have not yet managed to launch their DTCs: Suriname, The 
Bahamas. 

In light of the relatively short period allocated to the evaluation, and of the large number of 
countries involved in the program, it was impossible to visit all participating countries. Given that 
countries in Group I have had the most extensive exposure to the different elements of the DTC 
CICAD program, it was decided that, while the evaluation considers all activities conducted with all 
participating countries, a small sample of four participating countries would be visited. 

During the month of April, 2014, field visits were undertaken in the following countries: Trinidad 
and Tobago Dominican Republic, Costa Rica and the province of Salta, Argentina. These countries 
were selected because they represent a broad spectrum of participating countries in different stages 
of implementation of the DTC pilots, as well as countries where activities were funded by different 
donors either separately or jointly, and with different legal systems. Therefore, it is felt that this 
sample provides a reasonable representation of the spectrum of experiences of the program. 
Countries where the process has only begun recently were deliberately not included in the sample, 
since they were deemed to be unlikely to provide a complete picture of the program’s performance. 

In addition, semi-structured and open-ended interviews were conducted during the Vancouver 
study visit with representatives from participating Caribbean countries, including Barbados, Jamaica 
and Belize. The short timeline for the evaluation did not allow for the conduct of additional 
telephone interviews with key informants in other non-visited countries. 
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Semi-Structured Interviews 

For the development of an understanding of the project’s logic and functioning, as well as the extent 
to which it achieved expected results, semi-structured interviews were conducted with those 
involved in the development and implementation of the project. In addition, during the country 
visits, interviews were conducted with key stakeholders. These include: 

 National Drug Commissions 

 Ministry of Justice 

 Ministry of Health 

 Members of Steering or Executive Committees for the program 

 DTC project coordinator 

 Judge who leads DTC project in country 

 Members of multidisciplinary team 

 Participants (as far as possible), including current members and alumni/graduates 

The semi-structured interviews were organised around the main themes of the evaluation matrix 
(see Appendix I). For each main category of informant, questions were asked according to their 
potential and actual familiarity with the different components of the project. As such, the exact 
structure and content of the interview was tailored according to the flow of the interview and the 
information received. An outline of the interview protocol is included here in Appendix II. 

2.3 Methodological approach to the main issues and questions 

A central question of this project evaluation and most evaluations is whether or not it achieved what 
it wanted to achieve. Increasingly, project and program planners are asked to explore their theory of 
change. A theory of change identifies the major hypotheses, building blocks and assumptions which 
underlie a project.  In this project, such an approach was not explicitly taken. A theory of change lays 
a conceptual ground or framework upon which the main issues for the evaluation can be addressed. 
The evaluator has reconstructed the theory of change that guides DTC CICAD, on the basis of its 
logical framework and performance management framework. 

2.3.1 Sources of data, instrumentation and analysis 

As much as possible the findings and conclusions of this evaluation were based on the data obtained 
from reviews of literature, project documents and DTC CICAD documentation (see Appendix VI), and 
interviews with individuals associated with the DTC CICAD project (see Appendix V). In the case of 
document analysis we utilized content analysis and the themes associated with the questions 
identified in the TORs. Interviews were conducted using a structured interview protocol (see 
Appendix II); content analysis was used with this data as well. In addition, in a few cases evaluation 
surveys of events were obtained, which were also used. 

Data collected during the desk review and the field visits has been subjected to qualitative and, 
where applicable, quantitative analyses. Interview notes and general observations collected by the 
evaluator are included in the analysis. Data collected through document review and interviews has 
been triangulated across respondents and data sources in order to ensure the empirical validity of 
the information.  

The analysis is based on a review of the logical framework of the project, as well as on content 
analysis of responses to interviews and of project documentation. This will allow the consultant to 
assess the project’s relevance, efficiency and sustainability. The project’s effectiveness will be 
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analysed primarily through a most-significant change approach, assessing the respondents’ 
perceptions of the project’s effects. 

Due to the short implementation period of the project, evaluation findings are possible primarily at 
the level of outputs. However, every effort has been made to assess progress towards outcomes and, 
as far as feasible, indications of project impacts. 

2.4 Limitations 

The very constrained timelines for this evaluation have meant that there was insufficient time to 
apply an electronic survey to non-visited countries, or to conduct remote interviews. As a result, 
some key actors were not reached during this exercise. However, the high degree of cooperation 
encountered in the visits conducted suggests that a sufficiently broad spectrum of stakeholders has 
been consulted, which allows the findings of the assessment to be strongly grounded in empirical 
evidence and thus to produce actionable recommendations. Furthermore, the documentation 
provided by the DTC CICAD team has been used to assess overall program performance, rather than 
focusing exclusively on visited countries. 
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3. Major Evaluation Findings 

This section provides an overview of the findings of the evaluation. 

3.1 Relevance 

The concept of relevance is defined in the OECD DAC as: The extent to which the objectives of a 
development intervention are consistent with beneficiaries’ requirements, country needs, global 
priorities and partners’ and donors’ policies. 

Retrospectively, the question of relevance often becomes a question as to whether an intervention 
or its design are still appropriate given changed circumstances.  

This section analyses the following questions of the evaluation matrix: 

 What is the project’s Theory of Change, and has it been validated by the project’s 
implementation? 

 To what extent does this project support or complement CICAD priorities in the region? 

 To what extent does the project support or complement the priorities of participant 
countries? 

3.1.1 Theory of change and logic model 

Finding 1: The theory of change for the DTC CICAD program, while not explicitly formulated, is clear and 
logically structured. It is clearly reflected in the program’s logic model, which includes appropriate indicators 
and allows for effective monitoring of results. 

The practice of developing an explicit theory of change for a development intervention is becoming 
increasingly common, in that it provides a narrative basis for developing a logical framework and 
also because it allows the planners to conceptualise the intervention in its totality while making 
clear the intervention’s expectations as well as to visualise the potential challenges that its 
implementation may encounter.  

Carol Weiss (1995) defines a theory of change quite simply and elegantly as a theory of how and 
why an initiative works. Theories of change map the causal chain of a development intervention, 
from inputs to outcomes to impacts. It tests the underlying assumptions to answer the crucial 
question of ‘why’ a development programme should have an impact. Exhibit 3.1 presents a simple 
Causal Chain model. 

Exhibit 3.1: Generic Theory of Change 
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Outputs Outputs Outputs Outputs 
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The DTC CICAD program does not have an explicitly formulated theory of change. Therefore, the 
evaluation has reconstructed it based on the evaluator’s understanding of the program, as explained 
in its planning documents and by the program manager. 

The DTC CICAD program is grounded in the assumption, based on empirical evidence, that a large 
proportion of people who are incarcerated are in that situation as a result, directly or indirectly, of a 
problematic consumption of drugs and/or alcohol. Further, again based on a solid empirical 
foundation, it posits that such problematic consumption, and addiction in particular, is a public 
health issue, rather than a criminal issue. In that regard, it assumes that if the drug use issue is not 
addressed, the period of incarceration is unlikely to prevent the same individuals from repeating the 
same patterns of behaviour after serving their sentence. The program proposes that Drug Treatment 
Courts (DTCs), or court supervised treatment, have shown that they are able to address this issue. 

Therefore, the program aims to promote the implementation of DTCs in countries where there is a 
strong correlation between drug use and the commission of petty crime and/or domestic violence. 
Its logic of implementation is that when presented with empirically founded information on the 
process and effects of DTCs, countries which have requested assistance in dealing with drug related 
crime will be interested in implementing some form of DTC in their own contexts. This first 
assumption is evidenced in the fact that the DTC CICAD always begins, in response to a specific 
request from a member country, by providing information seminars. 

Once the member country decides to go forward, the DTC CICAD program supports the 
implementation of a pilot project, as it assumes that the different conditions and contexts in each 
country may or may not support the full implementation of a DTC program, and also that the specific 
modality of such a program will need to be adapted to the country’s particular situation.  

At this stage, the DTC CICAD focuses on capacity building, through training workshops, study visits 
and technical assistance, responding to the assumption that existing professionals in the legal, health 
and social services systems will need to acquire the necessary capacity to operate a DTC. 

The expected result of this process is that the pilot DTCs will prove successful and will therefore 
provide an evidence base for the adoption of the model throughout the country’s legal system, and 
that this will in turn have the effect of reducing drug related petty crime and domestic violence. 

In light of this theory of change, the generic Exhibit 3.1 above can be reconfigured as presented in 
Exhibit 3.2 below: 

Exhibit 3.2: DTC CICAD Theory of Change 

 

This theory of change is reflected in the program’s logical framework and performance 
measurement framework, which accurately reflect the theory of change and which include 
appropriate indicators for this early phase of the program. Indeed, the frameworks are focused on 
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the activities and outputs and refer to the number of training activities and the associated number of 
participants, to the number of publications produced and disseminated, and, importantly, refer to 
the institutional bodies put in place for the implementation of the pilot projects which would be the 
basis for a potential expansion of the DTCs beyond these pilots. 

The evaluation therefore finds that the theory of change is clear and appropriate, and is well 
articulated through effective results monitoring frameworks. 

3.1.2 Relevance to CICAD priorities 

Finding 2: The DTC CICAD program is an integral component of the priorities of CICAD, as it directly supports 
the New Hemispheric Drug Strategy  

As mentioned in section 2.1 above, CICAD adopted a new Hemispheric Drug Strategy in 2010, which 
explicitly recognises the multidimensional nature of the drug problem. More importantly, this 
strategy recognises that “In addressing the world drug problem, its impact on poverty and exclusion 
must be given special emphasis while encouraging the implementation of policies and actions that 
foster social inclusion and a reduction in those vulnerabilities.” (CICAD 2012: 2) Also, it states that: 
“It is necessary to explore the means of offering treatment, rehabilitation and recovery support 
services to drug-dependent criminal offenders as an alternative to criminal prosecution or 
imprisonment.” (CICAD 2010: 4) 

The DTC CICAD constitutes an explicit effort to address the latter point, in that the primary objective 
of DTCs is to serve this specific population of drug-dependent criminal offenders, through the 
provision of court supervised treatment and rehabilitation. Furthermore, the program contributes 
directly to the efforts toward social inclusion and reduction in vulnerabilities, as the aim of 
treatment and rehabilitation is to equip participants with the tools to function in society and to 
reintegrate them into their families and productive life. 

The DTC initiative is directly in line with CICAD’s current Hemispheric Strategy, and is designed to 
address the global problem of drug dependency and crime.  Though more research needs to be done, 
evidence suggests that there is a complex connection between drug dependence and crime. The 
Canadian Centre for Justice Statistics notes that, while there is no definitive causal relationship 
between drug use and non-drug-related criminal offenses, there are several ways that crime and 
drug use are connected. This includes diminished capacity to reason leading to commission of crime, 
commission of crimes in order to obtain money to purchase drugs, and drug revenue as a source of 
income for crime groups.   

A study conducted in Chile from 2007 suggests a high presence of drug use among those arrested for 
any crime, and 60% incidence of “heavy use” among those convicted of any crime, on work release 
or probation.   

In the United States, the Department of Justice has evidence indicating that drug users are more 
likely that nonusers to commit crimes, individuals arrested were frequently under the influence at 
the time of arrest, and that the traffick of drugs generates violence. Specifically, the Department of 
Justice found that 26.1% of those who reported use of alcohol, cannabis and cocaine also reported 
committing a violent crime in the same year as the drug use.   

Studies suggest that drug treatment programs are successful at reducing drug dependence, 
improving the well-being of individuals, their families, and the larger community.  DTCs represent 
one mechanism by which treatment can reach affected individuals, and form a viable alternative to 
incarceration. 
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3.1.3 Relevance to participant countries 

Finding 3: The DTC CICAD program is well aligned with the priorities of participating countries, given that 
participation in the program occurs at the countries’ request, and that it requires participating countries to 
invest their own resources for participation.  

It is often the case, in international cooperation, that donor countries design an intervention with 
the agreement of recipient countries, but with little input from the beneficiary countries. It is an 
important element of the conception of the DTC CICAD program that it comprises a toolbox and a 
pool of experts that are put at the disposal of countries who specifically request to be included in its 
activities. In this regard, the program design includes built-in buy-in, as it represents a direct 
response to a direct request. It is therefore necessary that a country identify this program as 
relevant to its needs before it participates in it. It is understood that such a request for inclusion in 
the program might have been the result of a desire to be seen to be active in the program’s focus 
area. However, this risk is mitigated by the fact that, in order to participate in the program, countries 
are required to invest their own resources (human as well as financial). 

Considering the specific needs of the countries that participate in the program, respondents in all 
visited countries indicated that there has been an increase in criminal cases where the offender is 
drug dependent. As a result, there is a “revolving door” dynamic where the same offenders are 
repeatedly charged with similar offenses that, at least in part, result from their use of drugs, either as 
a result of the effects of the substance consumed or to obtain said substance. There is therefore a 
widespread perception that the frequency of such offenses would be substantially reduced if the 
offenders were treated for their substance abuse, rather than simply incarcerated.  

This issue is compounded by the fact that, as was reported in all countries visited by the evaluation, 
the resources of the judicial system are being overstretched by the growing number of such cases, 
resulting in long delays in the administration of justice. Hence, as was noted by numerous 
respondents, removing drug-dependent offenders from the traditional court process has the added 
benefit of improving the administration of justice for all offenders. 

3.1.4 Gender Analysis 

Overall, gender is not a major theme emerging from program documents. When it is mentioned, it 
refers to differences between men’s and women’s experiences as participants in the DTCs. For 
example, a study from the United States finds that men are twice as likely to participate than women 
and that women do not do as well in DTCs unless gender-specific program components are 
provided.3 Studies suggest that the effectiveness of rehabilitation depends in part upon gender, as 
well as race and social location.4 Chile, the United States and Canada have made efforts to integrate 
gender concerns, along with attention to ethnicity and culture, into the development and execution 
of DTCs. This has occurred in particular through collaboration with civil society groups specializing 
in these issues.5 This provides increased program flexibility and better targeting of the needs of DTC 
program participants.  

Issues of sexuality are not explicitly mentioned in the DTC program documents. This may represent 
an oversight, as sexual minorities (Lesbian, Gay, Bisexual, and Transgender—LGBT) can be expected 
to have distinct needs in treatment programs. Indeed, according to Cochran and Cauce (2006), LGBT 
individuals may become drug-dependent for reasons distinct from their heterosexual counterparts 
and may become dependent on different, usually more addictive, substances. In their study of drug 

                                                 
3 OAS (2010); Establishing Drug Treatment Courts : Strategies, Experiences and Preliminary Outcomes; p. 8. 
4 CICAD (2012); Preliminary Framework for Evaluating Drug Treatment Courts; p. 13.  
5 OAS (2010); Establishing Drug Treatment Courts : Strategies, Experiences and Preliminary Outcomes; p. 11. 
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treatment clients, “openly LGBT clients entered treatment with greater frequency of substance 
abuse, a history of more mental treatments, higher rates of homelessness, a greater likelihood of 
being victims of domestic violence, and more treatments for physical problems than heterosexual 
clients.”6 This somewhat distinct profile of LGBT participants in DTCs may indicate that sensitivity to 
issues of sexual orientation, in addition to gender, is important in the design and execution of DTC 
programs. 

3.2 Effectiveness 

Effectiveness can be defined as “the extent to which the development intervention’s objectives were 
achieved, or are expected to be achieved, taking into account their relative importance” (OECD DAC). 
It can also be construed as the answer to the question “is the activity achieving satisfactory results in 
relation to stated objectives?” 

In other words, effectiveness is seen as a measure which assesses the extent to which the objectives 
of a project were met, from the output to the outcome level, and the extent to which these results 
contribute to achieving the longer-term, broader objectives of the project. 

For this project, the evaluation explores the extent to which the project has clearly defined and 
subsequently achieved its expected outputs, and whether these results cumulatively lead to the 
expected outcomes.  

The following questions of the evaluation matrix are addressed here: 

 Has the program met its stated objectives in terms of outputs and outcomes? 
o Have the institutions been put in place?  
o Have trainings happened as planned? 
o Has technical support been provided as agreed? 

 What has been the quality of the program outputs? 
o To what extent has the content of trainings been relevant and useful for the 

recipients? Are the contents of trainings being applied in recipients’ work? 
o To what extent has the technical assistance provided responded to the needs of 

recipients? 

 To what extent have DTCs made a difference in the life of participants? (outcome/impact 
level of analysis) 

 Which factors have affected, positively or negatively, the program’s effectiveness? 

3.2.1 Achievement of Outputs and Outcomes 

Finding 4: The DTC CICAD program has amply exceeded all of its objectives, in that the relevant institutions 
have been put in place, the training activities have taken place, and technical support/assistance has been 
delivered as planned.  

Based on a review of the relevant reports, and corroborated by all persons interviewed, all activities 
for the DTC CICAD program were undertaken within the expected timelines. Notably, in just over 
three years, the program has assisted in the creation of pilot projects in seven countries, provided 
training to over 1,000 professionals, produced five studies, conducted ten study exchanges involving 
over 500 participants, and provided two to three technical assistance sessions in each participating 

                                                 
6 Brain N. Cochran and Ana Mari Cauce (2006); Characteristics of lesbian, gay, bisexual, and transgender individuals 
entering substance abuse treatment; Journal of Substance Abuse Treatment; p. 143.  
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country. By any metric, these are impressive results. Exhibit 3.3 below provides a brief summary of 
these achievements. 

 

Exhibit 3.3: Program Effectiveness 

 

Output Planned Achieved 

DTC Teams Trained 3 17 

Pilot Projects Created 1 9 
Training Workshops Held/Technical Assistance 
Provided 3 19 

Professionals Trained 100 1000+ 

Information System Workshops 1 2 

Drug Screening Workshop 1 1 

Standards of Care Workshop Caribbean 1 1 

Videoconferences 
 

7+ 

 

Pilot Projects Implemented (1) Number 

Argentina 2 

Barbados 1 

Costa Rica 2 

Dominican Republic 1 

Jamaica 1 

Panama 1 

Trinidad and Tobago  1 

(1) The program plan contemplated “At least 1 pilot project created for those jurisdictions ready 
to make a formal commitment. Applicable to Group I” 

 

Teams Trained (2) Number 

Jamaica 3 

Trinidad 3+ 

Costa Rica 2 

Dominican Republic 2 

Panama 2+ 

Barbados 2 

Peru 1 

Argentina 2 

(2) The program plan contemplated “At least 3 DTC teams – or 20 people (judges, prosecutors 
and defense attorneys, probation and police officers, treatment providers) went through 
exchange programs” 

 

Exchange Visits (3) Number 

Study/Exchange Visits 10 
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(3) The program plan did not specify the number of exchange visits to be conducted 

 

3.2.2 Quality of program outputs 

The effectiveness of outputs and achievement of outcomes is best understood by considering the 
quality of the outputs produced, and the extent to which these outputs have served to achieve 
program outcomes.  

Finding 5: The workshops, training events, study visits and technical assistance provided through the DTC 
CICAD have been seen as of consistently high quality by respondents, although there is an unmet demand for 
additional training focused on treatment providers  

One of the good practices implemented in the DTC CICAD program is that each event includes an 
evaluation survey. This serves to collect the participants’ opinions of the events (both awareness-
raising and training workshops, as well as study visits). The evaluation conducted a review of the 
evaluations for these events, including among many others, the following: 

 High-Level Practical Workshop and Exchange Visit for The Implementation of Drug 
Treatment Courts, Washington DC, 12 - 16 July, 2013 

 18th Annual NADCP Training Conference in Nashville, TN, May 30 - June 2, 2012 

 Sensitization Workshop on Drug Treatment Courts: An Alternative to Incarceration for Drug 
Dependent Offenders Bridgetown, Barbados. June 19-20, 2012  

 Implementing Drug Treatment Courts As An Alternative To Incarceration For Drug 
Dependent Offenders. Professional Exchange And Study Visit Program, February 27-March 2, 
2012. Toronto, Canada 

 First Intensive Technical Workshop: Evaluation of Drug Treatment Courts in the Americas: 
Development of Methodologies and Indicators for DTC Evaluation. Washington D.C. USA, 
January 26-27 2012 

 Taller de Alto Nivel sobre la viabilidad del modelo de tribunales de tratamiento de drogas en 
la República de Costa Rica, 30 noviembre a 1 diciembre 2011, San José, Costa Rica 

 Implementing drug treatment courts as an alternative to Incarceration for drug dependent 
offenders, Trinidad and Tobago, Port of Spain, October 18-21, 2011 

 Workshop: Establishing and consolidating Drug Treatment Courts in the Caribbean: a team 
effort. Including the review of the CARICOM document Standards of Care. Montego Bay, 
Jamaica. February 2-5, 2011 

Generally, the participants have a high level of appreciation for all of the events, with consistent 
ratings above 4.0 (of a maximum of 5.0). While high ratings are common in these settings, where 
respondents self-select, interviews conducted in the field corroborate the high levels of satisfaction 
indicated in these evaluation surveys. In addition, the evaluator was able to attend the Study visit 
conducted in Vancouver, BC on March 17-21, 2014, and observed firsthand the high caliber of the 
seminar content and of the experts, as well as the good organisation of the visits to the treatment 
centre and the Drug Treatment Court Session at Provincial Court of British Columbia. One measure 
of the interest of the activities is the level of attendance of the participants invited by DTC CICAD to 
the various activities included in this event: the evaluator observed that there was little to no 
absenteeism during the Vancouver visit. 
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Furthermore, during the field visits, respondents 
were all asked about the quality of the events 
attended and of the technical assistance 
received. Unanimously, all respondents indicated 
that they were very satisfied. The quality of the 
content of the trainings was also universally 
lauded (see sidebar).  

Respondents did mention, both in the evaluation 
forms and during interviews, that the agenda for 
events tends to be very intensive, which is 
understandable given that the DTC CICAD 
attempts to maximise the learning time during 
these events. The fact that multiple sessions 
occur concurrently was also seen as somewhat 
detrimental, in that it was not possible for 
participants to attend all the sessions that were 
of interest to them. In a different vein, 
respondents repeatedly indicated their 
preference for the smaller events, where they 
felt the learning was more effective and where 
they especially appreciated the opportunity to 
get to know professionals from other participating countries, and to have more one-on-one time 
with presenters. 

Respondents in a number of countries (and in the evaluation forms for events) indicate that they 
would like the training to be more inclusive of the non-judicial aspects of DTCs: in particular 
treatment methodologies and options, social work approaches, probation services approaches. In all 
countries visited, the treatment component should be improved. It should be noted, however, that 
the program does not contemplate training treatment providers to become treatment providers, or 
judges to become judges; it assumes that the relevant baseline capacity is available in participating 
countries. The program provided high quality training for treatment providers to operate under the 
DTC model, providing tools and improving skills through theoretical and practical training 
(simulations). Thus, while providing the requested type of training to treatment providers is outside 
the scope of the program, it is suggested that countries could reinforce that component, or 
alternatively that a different initiative ought to be developed to address this capacity gap at the 
national or international level.  Special consideration should be given to this training component, as 
it is a key element for the constant consolidation of the model. 

Finding 6: The activities organised by the DTC CICAD have increased awareness at the policy level, improved 
the capacity of professionals in the judiciary and health services, and constitute a continuous source of 
information and motivation for the development of DTCs in participating countries. The program has been 
particularly instrumental in developing interagency cooperation. 

With regards to capacity building, it is important to distinguish between capacity building of 
individuals, and strengthening the capacity of organisations.  

Capacity development is the process by which individuals, organisations, institutions and societies 
develop abilities to perform functions, solve problems and set and achieve objectives. This process 
involves three interrelated levels, specifically the individual, organisational and societal levels.  

Sample of respondent comments regarding 
the quality of learning events and technical 
assistance: 
 
“The seminars provide an excellent opportunity 
to interact with the leaders in the field. They are 
a lifeline that allows us to keep learning and stay 
motivated” 

“A very helpful, informative program. It makes 
the task/challenge of undertaking the 
establishment of a DTC a doable one.” 

“Being able to see the functioning of DTCs in 
other countries is a constant source of 
inspiration. I would never have contemplated 
reaching participants by phone from the court 
until I saw it done in Vancouver” 

“The judge [Alberto Amiot] has such a wealth of 
experience to share –his visit was especially 
helpful.” 
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 Individual level: this is the most commonly used approach. It generally takes the form of 
training courses, workshops, or seminars, through which participants acquire knowledge 
and/or tools that will allow them, at the personal or individual level, to perform their duties 
with at a higher level of professionalism. 

 Organisational level: this relates to the formal entities that comprise a group of people in 
pursuit of a common goal. This type of capacity building represents an organisational 
investment to promote the continuity of newly acquired capacities, with or without 
continuity in personnel. It usually requires efforts to provide the administrative or technical  
tools needed to facilitate organisational effectiveness and appropriate management of 
activities and budgets. 

 Societal level: capacity development at the societal level is required to support the 
paradigm of a more interactive public administration that learns equally from its actions and 
from the feedback it receives from the population at large. In order for public administration 
to be seen as a responsive and accountable service provider, whose performance needs to be 
monitored, societal change is required. 

At the individual level, as has been noted above, the people attending training events have expressed 
a high degree of satisfaction. This was ascertained through in-country interviews as well as through 
the analysis of post-event surveys. In all cases, participants indicated that they found the materials 
relevant to their context, the presentations informative and clear, and the organisation of the event 
well-structured.  

More importantly, the DTC CICAD program has ensured that training is provided to the appropriate 
individuals (i.e., those who will be in a position to use the knowledge acquired) by requiring that 
attendees should be the members of the multidisciplinary team that will be involved in the DTC pilot 
project, and including also decision-makers such as Chief Justices, State Attorneys, heads of national 
drug commissions, etc. This approach bridges the common gap between training and 
implementation, and thus ensures that the attendees translate their knowledge into their 
organisations and into their daily tasks.  

During the field visits conducted for this evaluation, every member of the DTC team interviewed in 
each country had attended training events, participated in study visits, received technical assistance, 
or a combination of the three elements. It was therefore clear that the training received and 
knowledge acquired was being put into practice. The general feeling can be exemplified by one 
respondent’s comment: “Our entire program is based on what we learned from CICAD’s training”. 

The vast majority of respondents also indicated that the training sessions that took place in 
conjunction with study visits were the most helpful, as they allowed them to see in practice items 
that were discussed in seminar settings. It is in fact one of the most appreciated elements of the 
program, that it offers the participants exposure to other countries’ experiences.  

At the policy level, CICAD brings with it a well established reputation for serious research and policy 
expertise. As a result, an initiative such as the 
DTC CICAD program receives the attention of 
policy makers and thus provides weighty 
support to country-level practitioners working 
in this field. This contributes to explaining the 
positive reception given to the awareness-
raising seminars, as mentioned under Finding 4 
above. This reputation for seriousness was also 
raised by a number of respondents. In Jamaica 
for instance, as well as in Costa Rica and 

“The program has been a Godsend; highlighting 
alternatives to incarceration at the hemispheric 
level has generated more respect for [DTCs]. The 
presence of high-level OAS officials has given a lot 
of legitimacy to DTCs”. DTC Official in Trinidad and 
Tobago. 
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Trinidad and Tobago, there had been conversations and some initiatives regarding the 
establishment of DTCs for some years. In both cases, however, respondents indicated that the real 
impetus came as a result of their countries’ participation in this program (see sidebar above).  

Significantly, all respondents interviewed in the course of the evaluation also indicated that these 
training events have not only improved their own individual capacity and their ability to do their 
job, but have also served to bring attention among policymakers to the issue of drug dependent 
offenders and to the need to provide alternative responses. 

Still at the level of policy, one of the most complicated elements of the implementation of the 
program has been finding appropriate mechanisms that are in line with each country’s particular 
legal system and tradition, under which to place the DTCs. In this regard, the approaches chosen by 
each country vary, with some using the prerogative of the judiciary to adjust the conditions for the 
pilot project (such as Trinidad and Tobago), other placing it within a broader context of restorative 

justice (Costa Rica), and others still 
developing a specific operational protocol 
(Dominican Republic, Salta Province in 
Argentina). In this area, all respondents cite 
CICAD’s technical assistance as key to 
developing their own models. 

Similarly, in Costa Rica, it was noted that the 
DTC approach signifies an important change 
in the culture of justice, which traditionally 
had a more punitive approach. Implementing 
a DTC pilot project has implied the creation 
of stronger links and important coordination 
among institutions that, as many 
respondents noted in Costa Rica but also in 

the other visited countries, do not normally “speak the same language”. It is at this level of 
institutional coordination that the DTC CICAD program has perhaps been most successful.  

Indeed, the successful operation of DTCs rests on the close collaboration of the judiciary and health 
services, as well as, depending on each country’s particular context, the police, social workers 
and/or probation officers. The requirement of the formation of a Steering Committee in the 
Memoranda of Understanding (MOUs) that participating countries are required to enter into, has 
proven to be a key element in fostering interagency cooperation, as it allows for the different 
component agencies in the DTC pilot projects to meet regularly and take stock of developments and 
to problem-solve on a regular basis. 

In this regard, while similar arrangements exist in all countries, perhaps the best functioning 
example of an effective Steering Committee was found in Trinidad and Tobago. The Steering 
Committee meets at least once a month, bringing together the key decision-makers from each 
agency as well as members of the DTC team. This has resulted in a collegial atmosphere which 
allows for a continuous feedback mechanism that can identify challenges quickly and, most 
importantly, provide a quick resolution to issues that arise, as all members of the Steering 
Committee are in a position to make decisions for their agency. 

3.2.3 Effects on ultimate beneficiaries 

Finding 7: Early indications are that participants in the DTC pilot projects are benefitting from their 
involvement in the program. 

GOOD PRACTICE 

Ensuring the success of a multidisciplinary initiative is 
promoted by: 

o Formal requirement in MOU to establish 
interagency Steering or Executive Committee 
for the project 

o Including both policy and operational 
practitioners in the Steering Committee 
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This element of the evaluation is anecdotal, as the timing and scope did not permit an in-depth 
study. Furthermore, all the participating countries are at the stage of pilot, and have not been 
operational for a sufficiently long period of time to suggest impacts of any kind. However, it was 
possible for the evaluator to meet five participants in DTCs in two different countries. They all 
indicated that being able to 
participate in this program changed 
their lives to differing degrees. 

While it is not possible, after such a 
short time, to determine the ultimate 
success of the program in ensuring 
that participants are no longer 
involved in criminal activities nor, 
more importantly, suffer from 
addiction or problematic 
consumption of drugs, it is clear that 
initial results are promising. All interviewed participants have experienced significant changes in 
their lives, which would not have been possible had they been incarcerated. Some (see sidebar) 
appear to have turned their life around to a significant degree. Others, like L7 in Salta Province, 
Argentina, have been able to return to their families, obtain employment and return to education.  
This assertion is based on direct observation as well as reports from DTCs in each country. Clearly, 
however, these initial impressions need to be re-evaluated as the pilot projects continue. Later 
evaluations should aim to quantify impact through the administration of surveys to participants. 
This should be put in place as a component of ongoing monitoring and evaluation of the project. At 
this juncture, based on available evidence, the program is effectively producing the desired impact 
for participants.  

3.2.4 Factors affecting effectiveness 

Finding 8: The personal and professional commitment of all persons 
involved appears to be a key determinant in the effective implementation 
of the program. 

While the countries that participate in the DTC CICAD program are 
extremely varied in terms of their economic development, their 
political systems and the size of their population, the evaluation 
found a common trait in all cases: the officials involved, from the 
highest policy level to the front-line interdisciplinary team, all take 
the project very personally. The vast majority of them participate 
in the program for no supplemental pay and in addition to their 
“normal” duties. These additional duties include attending 
planning meetings, exchanging their respective expertise, and 
even conducting the court’s business after hours. This speaks to 
the extraordinary level of personal and professional commitment 
that characterises all respondents to this evaluation. 

The source of this commitment is varied –in most cases, judges, 
defense attorneys and prosecutors spoke of a sense that justice 
was not being served by incarcerating people whose crimes 

                                                 
7 The names of participants in the DTC programs have not been included to protect their privacy. 

“You would not know that it is the same person; the man who 
walked in here dirty, half-dressed in rags… He’s now at university, 
so put together and behaving like a true gentleman”. DTC Official in 
Trinidad and Tobago describing a participant nearing graduation 
from the program. 

Sample of motivations for 
commitment to the program:  

“As a judge, I see DTCs as an issue 
of fundamental justice. The goal  of 
the judiciary should not be to 
punish, but to restore society.” 

“It is for me a matter of policy. We 
cannot have our youth languishing 
in prison as a result of a health 
condition.” 

“It breaks my heart, to see the 
same offenders coming back again 
and again for the same reasons. 
Some of them, we all knew their 
names after a while... DTCs offer an 
alternative to that vicious cycle.” 
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resulted from their dependence on drugs. Treatment providers spoke of the complexity of addiction 
and the victimisation it inflicts on those who suffer from it being compounded by incarceration, 
generally without access to treatment. Probation officers invoked their frustration and sense of 
impotence at dealing with the same offenders over and over and knowing that their problems were 
not being addressed in the traditional justice system (see sidebar above).  

Finding 9: The extent to which the program is removed from the political arena plays an important role in its 
ability to be implemented successfully. 

The categorisation of participating countries cited in point 2.2.1.1 above indicates that some 
participating countries have not been able to start their pilot projects to date. Much as political will 
is important in launching a significant change, so too the continuity of such will is a determining 
factor in carrying it through. At the early stages of awareness-raising, changes in government often 
mean that the process needs to be re-launched and is thus delayed. This appears to have been a 
factor for the countries in Group IV.  

This very common situation can be countered by focusing on the institutional and operational levels, 
which the DTC CICAD program is endeavouring to do, as will be discussed in more detail in Section 
3.4. 

3.3 Efficiency 

Efficiency relates to the relationship linking inputs, to outputs to outcomes. The evaluation assessed 
the extent to which the project had clear and realistic criteria for allocating financial resources to 
meet its targets, as well as the alignment between planned and actual expenditures, and the timely 
delivery of outputs. These questions were applied to the project through using perception data and a 
review of financial documentation. 

The notion of efficiency seeks an answer to the question “Does the programme use the resources in 
the most economical manner to achieve its objectives?”8. Otherwise stated, the analysis of the 
project’s efficiency queries on the one hand whether similar results could have been obtained with 
fewer resources, and on the other whether appropriate resources were allocated to achieve the 
expected results. 

As such, the evaluation assesses the extent to which the project has had clear and realistic criteria 
for allocating financial resources to meet its targets, as well as the alignment between planned and 
actual expenditures, and the timely delivery of outputs. 

This section further explores the extent to which the project was designed and implemented 
efficiently, and will also seek to identify the strengths and weaknesses of the project’s design and 
implementation. 

This Section responds to the following questions of the evaluation matrix: 

 To what extent has the program been cost effective? 

o Could activities have been undertaken at a lesser cost with similar results? 

o Have mechanisms been put in place to maximise the benefits and minimise the costs 
of program activities? 

 Is the program managed efficiently? 

o Are administrative procedures appropriate and transparent? 

                                                 
8 UNICEF (2007); Programme Policy and Procedure Manual. Programme Operations. Revised February 2007; p. 141 
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o Are there sufficient human resources to manage the project and deliver high quality 
outputs? 

 Are outputs delivered in accordance with planned timelines? 

3.3.1 Cost effectiveness 

Finding 10: The program has been cost effective largely because it is based on cost-sharing, and it leverages 
other events. 

The program’s costs are reasonable in light of the breadth of the program activities. It has been able 
to provide training and access to study visits to over 1,000 participants from thirteen countries, on a 
budget of USD$2,187,050.00.  

This has been achieved in large part through 
a cost-sharing scheme, a sound practice that 
ensures that beneficiary countries 
contribute to the costs. Indeed, while DTC 
CICAD provides experts and covers part of 
the costs of events, participating countries 
are required to cover some of the travel 
expenses of their participants, plus the costs 
of organizing training events at the local 
level.  

In addition, the program takes advantage of 
related events, such as the 18th Annual 
NADCP Training Conference in Nashville, or 

the 5th International Training Symposium: Innovative Approaches to Justice in Vancouver, to 
organise study visits, thus maximising the benefit obtained by participants for the cost of travel. 
While DTC CICAD does contribute to the costs of the larger events, it does benefit from experts and 
conference site whose costs it does not shoulder alone. This is an excellent practice, which allows it 
to offer more activities than it otherwise might have been able to offer.  

One good example of maximizing resources, is the event the ES-CICAD organized in July 2013, 
bringing over 7 country representatives to Washington D.C. While ES-CICAD carried out specific 
training in its headquarters, it was also able to send participants to NADCP Annual Conference, and 
to visit a court session as part of the training. Court simulations are carried out in every training 
organised by ES-CICAD, so participants can directly benefit from the experience of putting in 
practice the theoretical models discussed. This was also the case for training carried out in Canada 
and Chile. 

3.3.2 Program management 

Finding 11: The DTC CICAD program is appropriately and transparently managed, with a small staff 
supplemented by external consultants. 

Reporting for the DTC CICAD program is done regularly and is closely aligned with the program’s 
result management framework. In that regard, it follows good practices in international cooperation. 
This is somewhat complicated by the fact that the program has two primary donors, which makes 
for complex reporting, as they have different reporting structures and timelines. This constitutes 
larger than usual administrative burden, but does not seem to affect the program’s functioning.  

GOOD PRACTICE 

Cost effectiveness is promoted by: 

o Enshrining in MOU the participating 
countries’ commitment of human, financial 
and material resources 

o Leveraging existing events to complement 
training activities and study visits 
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While it might seem that consolidating the funding into a single donor might offer some advantages 
in this regard, each of the two main donors, Canada and the United States, brings a somewhat 
different set of advantages for the program. For instance, Canada’s legal system is sufficiently similar 
to those of the English-speaking Caribbean countries, and the two regions share a variety of cultural 
and political interests. This facilitates exchanges among said countries. On the other hand, the 
United States has had a historical interest and influence in Latin America, as well as being an 
important partner with the region regarding drug-related offenses.  

Overall, administrative procedures are appropriate and transparent. A standard memorandum of 
understanding is signed with each participating country, thus ensuring that the same procedures are 
taken with each partner. Additional care does need to be taken in terms of DTC CICAD’s knowledge 
management procedures, to ensure that documents are easily identifiable. There are many versions 
of the same document without dates, so it is difficult to identify the final versions.  

The small staff that is permanently 
assigned to the program (one project 
manager, one project coordinator and one 
project assistant) is able to manage the 
program appropriately, although the 
program’s increasing number of 
participating countries –which projected 
to continue to grow- may become a 
challenge in the future, to ensure that the 
different countries at different stages 
continue to receive the same high quality 
of attention. 

The quality of program outputs is ensured by the fact that DTC CICAD makes use of expert 
consultants and institutions to produce specialised studies (such as the GAP Analysis for Trinidad 
and Tobago carried out by the ES-CICAD in cooperation with CAMH and PAHO, produced by the 
Toronto Drug Treatment Court Program, or the Study “Establishing Drug Treatment Courts: 
Strategies, Experiences and Preliminary Outcomes”, elaborated by the Justice Programs Office, 
School of Public Affairs, American University). 

Thus, the DTC CICAD program benefits, administratively, from relatively low staffing costs, and is 
able to contract specialised experts to ensure high quality outputs are delivered within projected 
timelines. Variance, when it occurs, is primarily linked to the changing needs and priorities of 
participating countries, which are beyond the DTC CICAD’s control. 

Finding 12: The DTC CICAD program benefits significantly from the professionalism and personal 
commitment of its staff.  

During the field visits conducted for this evaluation, as well as during the Vancouver Study visit in 
March 2014, one of the topics discussed with respondents was the management of the program. 
There was unanimous praise for the program team, from the project manager and his staff, to the 
team of experts that provides training and technical assistance.  

GOOD PRACTICE 

Sound management is promoted by: 

o Controlling staffing costs by partnering with 
established institutions and expert 
consultants to deliver specialised outputs 
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In addition to remarking 
on the well-organised 
and pertinent events, 
respondents highlighted 
the constant availability 
of the team for 
consultations, and the 
flexibility with which 
the program adapted to 
the particular needs of 
each country (see 
sidebar). 

3.4 Sustainability 

The sustainability of a project or program can be assessed through the following question: 

 Are the activities and their results likely to continue when external support is withdrawn? 

Sustainability is therefore concerned with measuring whether the benefits of an activity are likely to 
continue after donor funding has been withdrawn. When evaluating the sustainability of a program 
or a project, it is useful to consider the following questions:  

 To what extent did the benefits of a program or project continue after donor funding ceased? 

 What were the major factors which influenced the achievement or non-achievement of 
sustainability of the program or project? 

For this project, sustainability is a function of the ability of the participant countries’ authorities to 
institutionalize the key benefits. This occurs through incorporating future activities into longer term 
funding and programming arrangements, incorporating project components into normal practices, 
engaging new partners, building institutional ownership and so forth. The questions of the 
evaluation matrix addressed in this section are the following: 

 Are there mechanisms to extend funding of program activities beyond the program lifetime? 

 Are the program outcomes sustainable? 

o Are the pilot projects replicable?  

o Are the DTCs established under the program institutionally sustainable? 

o Are the DTCs established under the program financially sustainable? 

3.4.1 Financial sustainability of program activities 

Finding 13: The financial sustainability of program activities within CICAD itself is ensured by the proactive 
resource mobilisation undertaken by the DTC CICAD program manager.  

The DTC CICAD Program is part of a broader initiative to generate alternatives to incarceration for 
drug dependent offenders. As such, the elements under evaluation here are conceptualised as the 
initial phase of this broader program objective. This conceptualisation at the program design stage 
has allowed the DTC CICAD program manager to plan resource mobilisation in advance, so that as 
this evaluation is undertaken, funding has already been secured for the next phase of programming. 

This approach fosters longer term programming with established funding sources, thus increasing 
the predictability of activities and resources. 

Respondents’ views on the program management:  

“Antonio and his team are always available, and they are extremely patient with 
us. It is much appreciated. They always go above and beyond the call of duty.” 

“I would give [the management team] a grade of ten out of ten.” 

“It’s a real pleasure to work with them. They have the ability to light a fire in our 
bellies –their enthusiasm is contagious.” 

“I don’t know how they do it … such large events with so many people, and yet 
they always look after us.” 
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3.4.2 Sustainability of outcomes 

Finding 14: The financial sustainability of program activities is promoted by the fact that the DTC CICAD does 
not fund the operation of the pilot projects, which is shouldered by the participating countries. However, the 
formal inclusion of the DTCs into the countries’ budgets should be encouraged if –as expected- the pilot 
projects lead to an expansion of the DTCs. 

The text of each Memorandum of Understanding (MOU) includes the following item: 

[The country] undertakes to assure the financial, human and material resources needed for 
the creation of the pilot project or projects, as described in the present Memorandum 

This clause serves to ensure that there is sufficient buy-in, on the part of the participating countries, 
to commit their own resources to the implementation of the pilot project, making them effective and 
literal stakeholders in the program. This commitment implies that, should the pilot project or 
projects be successful, and should the adoption of the DTC model take place, each participating 
country is willing to commit the financial and human resources necessary for its operation in the 
long term. In this regard, the design of the project builds in the financial sustainability of its 
outcomes beyond the program’s own lifetime.  

It is of some concern to this evaluation, 
however, that there is as yet no specific 
budget line for any of the existing pilot 
projects in the participating countries. 
While this is not problematic at the pilot 
stage (some respondents indicated that 
this allows for a more adaptive approach 
to the implementation of the pilot 
projects), as the program matures steps 
should be taken to ensure that appropriate 
resources are allocated to DTCs at an 
institutionalised level. The program 
manager has indicated that the next phase 
of the program does contemplate this 
institutionalisation. Having said that, many 

of the countries are redistributing resources from existing budget lines, so staff from one 
Prosecutor´s office for instance, could be handling the DTC.  

Finding 15: The operational sustainability of the program outcomes will depend on the results of the pilot 
projects. The foundations have been laid for ensuring the institutional sustainability of program activities, but 
the replicability of results will depend on the quality of the monitoring system in place. 

The program design, as has been noted above, requires the commitment of participating countries’ 
institutions, as well as strong interagency cooperation. Coupled with the sound approach to capacity 
development described in section 3.2.2 above, this practice embeds the pilot projects fostered by the 
program within the institutions of each participating country. By the end of this program phase, each 
participating country has acquired a cadre of trained professionals within its judiciary, health and 
social services institutions, as well as within its national drug commission. As mentioned above also, 
the next stage of the program will seek to institutionalise the projects from a budgetary perspective. 
Put together, these elements create a favourable context for the operational and institutional 
sustainability of DTCs in participating countries. 

GOOD PRACTICE 

The sustainability of program outcomes is promoted 
by: 

o Requiring the participating countries’ 
commitment of human, financial and material 
resources 

o Investing in organisational capacity building 

o Fostering interagency cooperation 
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Yet, the key element for the sustainability and expansion of the pilot projects will be the level of 
success that they obtain and can credibly document. In order to provide a strong evidence base to 
inform policy on the subject, the pilot projects will need to be demonstrably successful and therefore 
will need to have an appropriate monitoring system. At the time that this evaluation was conducted, 
the quality of monitoring systems varied significantly by country. The evaluator has, however, seen 
the draft monitoring manual that has been developed by DTC CICAD during this phase of the 
program and that will be rolled out in the next phase. The proposed system is comprehensive and 
should prove more than adequate for monitoring the performance of the pilot projects. It should be 
noted, however, that its implementation will require additional training, as the evaluation capacity 
in each country varies significantly.  
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4. Conclusions 

4.1 Relevance 

The DTC CICAD responds to a real issue in participating countries. Indeed, according to the most 
recent reports, about 20% of drug users in the world are considered problem drug users, or drug 
dependent.  

Even if there are still difficulties in quantifying the drug/crime relationship, there is substantial 
evidence that connects problematic users to crime and security. By promoting drug policies and 
strategies to reduce the number of problem drug users, there can be an impact on crime rates. 
Though it is obvious that not all drug users are offenders, there is evidence showing that a large 
number of people committing crimes are drug abusers or dependent users. Thus, a program that 
aims to provide treatment for this population constitutes a direct response to this growing problem. 
This is clearly in line with CICAD’s current Hemispheric Strategy. 

4.2 Effectiveness 

The DTC CICAD has exceeded its planned activities and outputs, and done so in a timely manner. It 
has been especially effective from the perspective of capacity building, since it has been able to 
support participating countries to develop fully functional multidisciplinary teams. The program’s 
approach of combining theoretical and practical content has proved beneficial as well as popular. 
One of its most successful elements has been the support it provides for interagency cooperation, 
which has effects on the sustainability of program outcomes. 

The key factor for the program’s effectiveness has been the commitment and dedication of both 
participating country teams and of the DTC CICAD staff. 

4.3 Efficiency and Management 

In addition to management practices conforming to the highest international standards, the DTC 
CICAD program has made a hallmark of the practice of cost-sharing. This has allowed it to surpass its 
planned activities and outputs for over a dozen countries with a relatively small budget, and while 
maintaining high standards of quality.  

This is a major achievement of the program and represents an excellent example of good practices 
that should be adopted more broadly in the design of cooperation programs. 

The small staff has been able to effectively manage this wide ranging program in large part due to its 
professionalism and personal commitment to the program. 

4.4 Sustainability 

The design of the program as the initial phase of a broader agenda has allowed it to lay strong 
foundations for the sustainability of both the program itself and of its outcomes. However, it will be 
important in the next phases to pay particular attention to the full institutionalisation of the pilot 
DTCs, as well as to the appropriate monitoring of their performance. 
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5. Recommendations 

This section presents the evaluation’s recommendations for future phases of the program, based on 
the evaluation findings. All recommendations are offered to DTC CICAD, except Recommendation 4 
(Sustainability), which is offered to program donors. 

5.1 Effectiveness  

RECOMMENDATION 1: In order to maximise the effects of capacity building activities, DTC CICAD 
should couple in-country training sessions with additional direct technical assistance to help 
beneficiaries translate the material learned to their own context 

The link between theory and practice was noted by most participants as a key element during study 
visits. This same logic should be applied to the training sessions that occur in country, by making the 
experts available for additional days after the training sessions to assist the DTC teams in applying 
the content of the training to their own particular circumstances. Even though ES-CICAD provides 
technical assistance to member states as a follow up, institutional practices dictate that this 
assistance must be requested by the member state. Therefore, member states should be reminded 
that they can avail themselves of this mechanism. 

RECOMMENDATION 2: Given that study visits have been generally described as being particularly 
effective, DTC CICAD should consider strengthening this element of the program’s capacity building 
activities.  

While this is perhaps the most costly component of the program, costs could be controlled by 
promoting, as much as possible, study visits among countries that are geographically close. It may 
even be beneficial to have study visits among countries that are at similar stages of development of 
the program, as this peer-to-peer mutual mentoring would continue to strengthen the nascent 
community of practice in DTCs in the hemisphere. When the project started, only the US, Chile and 
Canada had significant experience and could be used as models. As more countries acquire 
additional experience in DTCs, more horizontal exchanges will be possible, as more countries have 
the experience already in place. 

5.2 Efficiency and Management 

RECOMMENDATION 3: If the program continues to grow, DTC CICAD should to consider additional staff 
in order to maintain the quality of outputs, supported by additional funding. 

While the existing staff is able to manage the program effectively, an important increase in the 
number of participating countries could lead to reduced quality in some of the most effective 
elements of the program, namely the ability of program staff to be flexible and tailor program 
components to each individual country. As it is envisioned that the program should grow to cover 
most of the hemisphere, the complexity of managing this program may surpass the current staffing 
capacity. It is clear, however, that such an expansion of the program will require additional funding 
(see recommendation 4 below). 
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5.3 Sustainability 

RECOMMENDATION 4: The first phase of the DTC CICAD program having shown impressive results, 
donors should consider increasing their financial support for its expansion and consolidation. 

As has been repeatedly noted in this evaluation report, the DTC program has been conceived as a 
multi-phase program, which is expected to grow as the pilot projects prove their worth. This is 
projected to entail the inclusion of additional countries in the pilot project scheme, but also the 
consolidation and adoption of the DTC model, as well as the implementation of additional 
approaches to developing alternatives to incarceration for drug-dependent offenders. As was noted 
above, such an enlargement of project activities and partners will likely require additional human 
resources, both in terms of program staff and in terms of expert consultants. Based on the findings of 
this evaluation, donors should consider continuing to provide financial support commensurate with 
the program’s scope. 

RECOMMENDATION 5: As is contemplated in the next stages of the program, DTC CICAD should pay 
particular attention to putting in place strong monitoring systems. 

In order to ensure that the achievements of the different pilot projects are properly documented and 
represent an adequate evidence base for future policy-making in this field, the process and results 
should be fully documented. The monitoring system developed during this initial phase should be 
rolled out early in the next phase of the program. 

RECOMMENDATION 6: As is contemplated in the forthcoming stages of the program, DTC CICAD should 
ensure that successful pilot projects should be fully institutionalised.  

While the pilot phase has been conducted in each country on an ad hoc basis, the sustainability of 
the expected DTCs in the longer term will require their formal inclusion in the institutional 
framework of each country. In order to facilitate this, DTC CICAD should conduct (or support) 
specific studies to identify appropriate mechanisms to enact stable budgetary allocations and, where 
relevant, pertinent legal reforms. 
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Appendix I –Evaluation Matrix  

 

 

Issue Main Questions Sub Questions Sources of 
Data 

Methods of 
Data Analysis 

Relevance To what extent does this project support or 
complement CICAD priorities in the region? 

What are CICAD’s priorities in the 
region? 

What other programs are being 
implemented by CICAD in the region? 

CICAD strategic 
documents, 
planning 
documents 

 

CICAD DTC 
program team 
interviews 

Content analysis 

To what extent does the project support or 
complement the priorities of participant countries? 

What are the participant countries’ 
priorities in this area? 

Interviews 
with key 
informants 

Content analysis 

What is the project’s Theory of Change, and has it 
been validated by the project’s implementation? 

What are the assumptions underlying 
the project design? Are they 
appropriate for the context(s) where 
the project is implemented? 

Review of 
program 
planning 
documents 

 

CICAD DTC 
program team 
interviews 

Content analysis, 
comparison of 
good practices in 
project design 
with the 
program results 
framework 

Effectiveness Has the program met its stated objectives in terms of 
outputs and outcomes? 

Have the institutions been put in 
place?  

Have trainings happened as planned? 

Has technical support been provided 
as agreed? 

Review of 
CICAD DTC 
results 
framework, 
program 
reports 

Interviews 
with national 
counterparts 

Content analysis 
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What has been the quality of the program outputs? To what extent has the content of 
trainings been relevant and useful for 
the recipients? Are the contents of 
trainings being applied in recipients’ 
work? 

To what extent has the technical 
assistance provided responded to the 
needs of recipients? 

Interviews 
with national 
counterparts, 

Interviews 
with CICAD 
DTC team 

CICAD DTC 
training 
evaluation 
questionnaires 

Content analysis 
of interviews, 
content analysis 
of questionnaire 
responses 

 To what extent have DTCs made a difference in the 
life of participants? (outcome/impact level of 
analysis) 

 Interviews 
with program 
participants 

Interviews 
with national 
counterparts 

Content analysis 

Efficiency 

 

To what extent has the program been cost effective? Could activities have been undertaken 
at a lesser cost with similar results? 

 

Have mechanisms been put in place to 
maximise the benefits and minimise 
the costs of program activities? 

Document 
review of 
program 
planning 
documents and 
reports 

Interviews 
with CICAD 
DTC team 

Cost 
effectiveness 
analysis 

Content analysis 

Is the program managed efficiently? Are administrative procedures 
appropriate and transparent? 

Are there sufficient human resources 
to manage the project and deliver high 
quality outputs? 

 

Document 
review of 
program 
planning 
documents and 
reports 

Interviews 
with CICAD 
DTC team 

Content analysis 

Are outputs delivered in accordance with planned 
timelines? 

 Review of 
program 
planning and 
reporting 

Content analysis 
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documents 

Interviews 
with national 
counterparts 

Sustainability Are there mechanisms to extend funding of program 
activities beyond the program lifetime? 

 CICAD DTC 
program team 
interviews 

Content analysis 

Are the program outcomes sustainable? Are the pilot projects replicable?  

Are the DTCs established under the 
program institutionally sustainable? 

Are the DTCs established under the 
program financially sustainable? 

CICAD DTC 
program team 
interviews 

Document 
reviews 

Interviews 
with national 
counterparts 

Content analysis 
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Appendix II – Interview Protocol 
 

Since 2008, through various international initiatives, the OAS, the Inter-American Drug Abuse 
Control Commission (CICAD) of the Secretariat for Multidimensional Security has been working to 
promote drug treatment courts and similar court-supervised treatment alternatives to incarceration 
in the Americas.  

Drug dependence is considered under the new Hemispheric Strategy of 2010 (approved by OAS 
member states) as a chronic relapsing disorder that must be addressed and treated as a public 
health matter, on a par with the treatment of other chronic diseases.  

Building on the modality of drug treatment courts, already tested in countries like Chile, Canada and 
the US, among others, with positive results, the program Drug Treatment Courts for the Americas 
was officially launched during CICAD 48th Regular Session (CICAD 48) in Washington, DC in 
December 2010, with program activities beginning in earnest in 2011. 

Drug treatment courts handle cases involving drug-using offenders through a system involving 
comprehensive supervision, mandatory drug testing, treatment services (and other therapeutic 
interventions) and immediate sanctions and incentives. They provide the focus and leadership for 
community-wide, anti-drug systems, bringing together criminal justice, treatment, education and 
other community-based partners in the reduction of substance dependency and abuse and 
criminality.  

It is in this context that the evaluator is seeking the input of various stakeholders, in order to gain a 
better understanding of the project’s results. 

Please be assured that your responses to the questions below will be treated confidentially and will 
not be reported in such a way that the respondent can be identified. It is of primary importance to 
the evaluation that your responses be as frank and direct as possible.  

Thank you in advance for your collaboration. 
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Formative Evaluation: Drug Treatment Court Program for the Americas 

 
1 

1.1 General information 
Please describe briefly your occupation and role in your organisation. 

To what extent are you familiar with the project? 

To the best of your ability, can you describe the project’s purpose and activities? 

1.2 Project relevance 
To what extent does this project support or complement the broad lines of the Government’s 

priorities and policies? 

To what extent have the project activities helped to improve the capacity of the national/local 

authorities? 

1.3 Project Effectiveness 
Has the project met your expectations? 

Have you received training/used equipment provided by the project? If so, what is your opinion 

of its usefulness? 

Have you had occasion to use the training you received? If so, how useful did you find it? 

What, in your view, are the main achievements of the project? And its main weaknesses? 

1.4 Project Sustainability 
What additional activities should be undertaken to strengthen national capacity 

Should a similar or follow on project be undertaken in future, what, if anything, should be done 

differently? What, if anything, should continue to be done the same way or in the same areas? 

1.5 For project beneficiaries 
What has been your experience of the Drug Treatment Court? How does it compare, to your knowledge, with 
traditional approaches? 



Evaluation Report – DTC Program July 2014 

 

 
33 

Appendix III – List of Respondents 

 

Name Organisation Country 

Antonio Lomba Project Manager, CICAD  

Joseph Spadafore Project Coordinator, CICAD  

The Hon The Chief Justice Sir 
Marston C. D. Gibson, K.A 

Chief Justice, Supreme Court of 
Barbados  

Barbados 

The Hon. The Chief Justice Mr 
Kenneth A. Benjamin 

Chief Justice, Supreme Court of 
Belize 

Belize 

Carlos Alvarado Valverde Director general, Instituto 
Costarricense sobre Drogas (ICD) 

Costa Rica 

Carlos Maria Jimenez Vasquez, Deputy General Attorney, Office 
of the Attorney General of the 
Republic 

Costa Rica 

Dr Doris Ma. Arias Madrigal Magistrate, Third Chamber of the 
Supreme court of Justice 

Costa Rica 

Gary Bonilla Directorate of Public Defense Costa Rica 

Dr. Jorge Chavarria Attorney General, Costa Rica Costa Rica 

Karol Espinoza Otarola Social worker, Instituto sobre 
Alcoholismo y 
Farmacodependencia (IAFA) 

Costa Rica 

Dr Marta Iris Munoz Director, Public Defense Costa Rica 

MSc Eugenia Mata Chavarria Instituto Costarricense sobre 
Drogas (ICD) 

Costa Rica 

Nelson Ayala Torres,  Psychologist, IAFA Costa Rica 

Vera Barahona Chief of treatment and general 
director, IAFA 

Costa Rica 

Yesenia Valverde Social worker, IAFA Costa Rica 

Dr. Ruth Santana Director, Ministry of Public 
Health 

Dominican Republic 

Dr Fidias F. Aristy President, National Drugs Council Dominican Republic 

Ms Lucia Fermin General coordinator of DTC 
project Consejo Nacional de 
Drogas (CND) 

Dominican Republic 

Ms Ivelisse Germán, Directorate of Treatment and 
Rehabilitation, CND 

Dominican Republic 
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Name Organisation Country 

Dr Manuel Herrera Interinstitutional Coordinator, 
CND 

Dominican Republic 

Dr. Ruth Santana Director of the Integral 
Treatment Center for 
Dependencies 

Dominican Republic 

Magistrate Kenya Romero Investigating judge Dominican Republic 

Magistrate Saulo Ysabel Dias,  Criminal Enforcement judge Dominican Republic 

Dr  Mariano German Mejia President of the Supreme Court Dominican Republic 

The Hon Mrs Justice Zaila 
McCalla, OJ 

Chief Justice, The Supreme Court 
of Jamaica 

Jamaica 

Dr Pablo Aranciba Judge, Transitional Tribunal No. 2 Salta Province, Argentina 

Dr. Tamara Granados Secretary, Transitional Tribunal 
No. 2 

Salta Province, Argentina 

Dr. Marcela Oyarzun Secretary, Transitional Tribunal 
No. 2 

Salta Province, Argentina 

Dr. Beatriz Casanova Secretary, Transitional Tribunal 
No. 2 

Salta Province, Argentina 

Dr. Paola Marocco Defense Attorney, Transitional 
Tribunal No. 2 

Salta Province, Argentina 

Dr Horacio Lioule Supervisor, Transitional Tribunal 
No. 2 

Salta Province, Argentina 

Lic. Valeria Nieva Social Worker, Transitional 
Tribunal No. 2 and Guarantee 
Tribunal No. 5 

Salta Province, Argentina 

Lic Rosario Justo Psychologist, Transitional 
Tribunal No. 2 and Guarantee 
Tribunal No. 5 

Salta Province, Argentina 

Dr Luciano Martini Legal advisor, Transitional 
Tribunal No. 2 

Salta Province, Argentina 

Dr Hector Martinez Judge, Guarantee Tribunal No. 5 Salta Province, Argentina 

Dr. Milagro Herrera Secretary, Guarantee Tribunal No. 
5 

Salta Province, Argentina 

Dr. Maximiliano Troyanos Prosecutor, Transitional Tribunal 
No. 2 and Guarantee Tribunal No. 
5 

Salta Province, Argentina 

Dr. Guillermo Poliotto Defense Attorney, Guarantee 
Tribunal No. 5 

Salta Province, Argentina 

L. DTC pilot project participant Salta Province, Argentina 
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Name Organisation Country 

The Hon. The Chief Justice Mr 
Justice Ivor F. Archie 

Chief Justice, The Judiciary of 
Trinidad and Tobago 

Trinidad and Tobago 

Ms Esther Best Manager Director of the National 
Drug Council 

Trinidad and Tobago 

Michelle Nasir Forensic Expert, DTC Program Trinidad and Tobago 

Magistrate Lisa Ramsumair-
Hinds 

Magistrate, DTC San Fernando Trinidad and Tobago 

The Hon. Mr. Justice Malcolm 
Holdip 

Chair of the Executive Committee 
of the DTC project 

Trinidad and Tobago 

Mauricia Joseph Prosecutor, DTC San Fernando Trinidad and Tobago 

Frances Turton, Probation 
Officer 

Probation Officer, DTC San 
Fernando,  

Trinidad and Tobago 

Russell Dillon, Treatment 
Provider 

Treatment provider, DTC San 
Fernando 

Trinidad and Tobago 

Magistrate Andrew Stroude Tunapuna Magistrates’ Court Trinidad and Tobago 

Mr Justice Moosai Member of the Court of Appeal Trinidad and Tobago 

Ms Jessies Joseph Programme Director, Piparo 
Empowerment Centre 

Trinidad and Tobago 

K. DTC San Fernando participant, 
Piparo Empowerment Centre 

Trinidad and Tobago 

Giselle Landau Defense Attorney, DTC San 
Fernando 

Trinidad and Tobago 

M. DTC San Fernando participant Trinidad and Tobago 

D. DTC San Fernando participant Trinidad and Tobago 

Magistrate Marcia Ayers-Caesar Chief Magistrate Trinidad and Tobago 
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Appendix IV – List of Documents Consulted 

Background Documentation 

 American University and CICAD (2010); Establishing Drug Treatment Courts: Strategies, 
Experiences and Preliminary Outcomes, Volumes I and II 

 American University and CICAD (2013); Drug Treatment Courts: An International Response to 
Drug Dependent Offenders 

 Center for Court Innovation and CICAD (2014); A Diagnostic Study of the Addiction Treatment 
Court in Guadalupe, Nuevo Leon, Mexico 

 CICAD (2009) A CICAD-Canada Partnership to Control Drugs, Crime and Violence in OAS Member 
States: From Information to Policy to Action 

 CICAD (2009), Hemispheric Drug Strategy 

 CICAD (2011) Presentation to 50th Regular Session of CICAD on Drug Treatment Courts for the 
Americas Program 

 Drug Treatment Court Program for the Americas Newsletter, 2012 

 Drug Treatment Court Program for the Americas Newsletter, 2013 vol. 1 

 Government of Trinidad and Tobago (2013); A Policy to Establish Drug Treatment courts in 
Trinidad and Tobago 

 Horatio Morgan (2012); The Drug Courts of Jamaica: An Overview – Procedures and Roles 

 Robin Cuff (2012); Trinidad and Tobago Treatment System GAP Analysis 

Project and Budget documents 

 Assorted correspondence between CICAD and stakeholders 

 Project Profile 2011: Establishing Drug Treatment Courts for Drug Dependent Offenders as an 
Alternative to Incarceration as a Way to Reduce Drugs, Crime and Violence in the Americas 

 Report on Drug Treatment Court Skills Workshop, Port of Spain, Trinidad and Tobago, February 
21-23, 2013 

 Canada Exchange Report: Implementing Drug Treatment Courts as an Alternative to Incarceration 
for Drug Dependent Offenders, February 27-March 2, 2012 

 Sensitisation Workshop: Drug Treatment Courts as an Alternative to incarceration for Drug 
Dependent Offenders, Bridgetown, Barbados, June 19-20, 2012 

 First Intensive Technical Workshop, Evaluation of Drug Treatment Courts in the Americas, 
Development of Methodologies and Indicators for DTC Evaluation, Washington, DC, January 26-27 
2012 

 Cost of Trainers and CICAD representative, Montego Bay Workshop February 2011 

 Budget DTC Workshop, Port of Spain, Trinidad and Tobago, October 18-21, 2011 

 Complete Budget for the Exchange Program and Study visit 2012/2013 

 DTC High Level Study visit and Training, Vancouver, Canada, March 18-21, 2014 

 DTC only year one CICAD ACCBP Fund Monitoring Budget 
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 ACCBP Detailed budget proposal 

 ACCBP Budget, Cash flow and Actuals, Fiscal years 2 and 3 

 INL Budget projection, totals only 

 Annual financial Report 2012 

 Annual financial Report 2013Action Plan for Management 

 ACCBP Project Report (Narrative and Financial): September 30, 2012 

 ACCBP Project Report (Narrative and Financial): September 30, 2013 

 ACCBP Consolidated Project proposal budget, December 2009 

 Canada ACCBP Consolidated project proposal budget, Apr-Jun 2010 spending priorities 

 ACCBP Revised Proposal Budget Estimates, CICAD July 30, 2010 

 Budget DTC Training Workshop, Montego Bay, Jamaica, February 2011 

 Project financial statement 30 August 2011 – 31 December 2011 

 ACCBP Project Report (Narrative and Financial): January 31, 2012 

 ACCBP Project Report (Narrative and Financial): March 31, 2012 

 Updated Results-based Performance Framework, Sept. 2012 

 ACCBP Narrative report, January -30 September 2012, Establishing and/or Improving Drug 
Treatment Courts for drug dependent offenders and other alternatives to incarceration. 

 DRAFT Copy of TTD Report October 2013, DTC Final Budget Control Action 

 Travel Report on DTC Workshop, Montego Bay, Jamaica, 2-5 February 2011 

 Sample of contracts with suppliers 

o Hotel Contract, DTC Workshop Montego Bay, Jamaica, 2-5 February, 2011 

o Hilton Trinidad and Conference Centre Confirmation Agreement, October 2011 

o Westin Bayshore Vancouver Contract, 17-22 March, 2014 

o Contract with Center for Court Innovation for Diagnostic Study of the Nuevo Leon Drug 
court 

Information Bulletins 

 Information Bulletin, DTC Workshop, Montego Bay, Jamaica, February 2011 

 Information Bulletin, DTC Workshop, Port of Spain, Trinidad and Tobago, October 18-21, 2011 

 Information Bulletin, DTC High Level Study visit and Training, Vancouver, Canada, March 18-21, 
2014 

Press Releases 

 Chief Justices and More than 60 professionals from the Health and Justice systems from Barbados, 
Trinidad and Tobago, Belize and Jamaica gather in Canada to consolidate Drug Treatment Courts 
and expand other problem solving courts, an initiative coordinated by OAS, March 18-21, 2014 

 DTC Workshop, Montego Bay, Jamaica, February 2011 

 Trinidad and Tobago Opens Pilot Drug Treatment Court with OAS Support, September 11, 2012 
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Memoranda of Understanding 

 Memorandum of Understanding between the General Secretariat of the Organization of American 
States and the Government of the Republic of Trinidad and Tobago 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Jamaica 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Bahamas 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Barbados 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Costa Rica 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Panama 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Peru 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of Dominican Republic 

 Memorandum of Understanding and Technical Assistance between the General Secretariat of the 
Organization of American States and the Government of the Province of Salta 

 Memorandum of Understanding to Coordinate efforts to promote Drug Treatment Courts in the 
Americas, and other regional areas of mutual interest, including advocacy of drug treatment courts 
as an alternative to incarceration for drug dependent offenders, between American University and 
the General Secretariat of the Organization of American States 

 Memorandum of Understanding between the General Secretariat of the Organization of American 
States (GS/OAS), through the Executive Secretariat of the Inter-American Drug Abuse Control 
Commission (ES/CICAD) of the Secretariat for Multidimensional Security, and the Canadian 
Association of Drug Treatment Court Professionals (CADTCP) 

Sample of Event agendas: 

 First Intensive Technical Workshop, Evaluation of Drug Treatment Courts in the Americas, 
Development of Methodologies and Indicators for DTC Evaluation, Washington, DC, January 26-27 
2012 

 DTC Workshop, Montego Bay, Jamaica, 2-5 February, 2011 

 Drug Treatment Court Skills Workshop, Port of Spain, Trinidad and Tobago, February 21-23, 2013 

 DTC Workshop, Port of Spain, Trinidad and Tobago, October 18-21, 2011 

 DTC Study Visit: Delegates from Trinidad and Tobago to Miami, 3-5 December 2012 

 Training and GAP Analysis Trinidad & Tobago, 29-31 October 2012 

 OAS Study Tour, Implementing Drug Treatment Courts as an Alternative to Incarceration for Drug 
Dependent Offenders, Toronto, February 27-March 2, 2012 

 DTC High Level Study visit and Training, Vancouver, Canada, March 18-21, 2014 

 Sensitisation Workshop: Drug Treatment Courts as an Alternative to incarceration for Drug 
Dependent Offenders, Bridgetown, Barbados, June 19-20, 2012 
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Sample of Event Lists of Participants 

 DTC Workshop, Montego Bay, Jamaica, 2-5 February 2011 

 DTC Workshop, Port of Spain, Trinidad and Tobago, October 18-21, 2011 

 DTC Study Visit: Delegates from Trinidad and Tobago to Miami, 3-5 December 2012 

 OAS Study Tour, Implementing Drug Treatment Courts as an Alternative to Incarceration for Drug 
Dependent Offenders, Toronto, February 27-March 2, 2012 

 DTC High Level Study visit and Training, Vancouver, Canada, March 18-21, 2014 

 Sensitisation Workshop: Drug Treatment Courts as an Alternative to incarceration for Drug 
Dependent Offenders, Bridgetown, Barbados, June 19-20, 2012 

 First Intensive Technical Workshop, Evaluation of Drug Treatment Courts in the Americas, 
Development of Methodologies and Indicators for DTC Evaluation, Washington, DC, January 26-27 
2012 

Sample of Event Evaluations 

 Drug Treatment Court Skills Workshop, Port of Spain, Trinidad and Tobago, February 21-23, 2013 

 OAS Study Tour, Implementing Drug Treatment Courts as an Alternative to Incarceration for Drug 
Dependent Offenders, Toronto, February 27-March 2, 2012 

 Sensitisation Workshop: Drug Treatment Courts as an Alternative to incarceration for Drug 
Dependent Offenders, Bridgetown, Barbados, June 19-20, 2012 

 First Intensive Technical Workshop, Evaluation of Drug Treatment Courts in the Americas, 
Development of Methodologies and Indicators for DTC Evaluation, Washington, DC, January 26-27 
2012 

 DTC Workshop, Port of Spain, Trinidad and Tobago, October 18-21, 2011 
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Appendix V – Country Profiles 

 

 

 

 Costa Rica 

 

 Dominican Republic 

 

 Salta Province, Argentina 

 

 Trinidad and Tobago 
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Costa Rica 

 

Dates visited: 

April 2-5, 2014 

Status of Project: 

 MOU signed October 2012 

 8 cases referred, only one admitted so far 

 DTC included in institutional planning of the judiciary 

Main characteristics: 

 Operates within broader restorative justice program 

 DTC roadmap and procedures manual was under review at time of field visit  

 Admissible offenses include: assault, homicide, larceny, robbery, dangerous driving, among others. 
(except when firearms are involved) 

Main achievements/success factors: 

 IAFA has 60 years of experience in treatment of addiction 

 Positive externalities for non DTC addiction patients (adaptation of DTC protocol) 

 Strong non-governmental organisations in place can offer residential treatment options 

Main challenges: 

 Complex interagency dialogue 

 Awareness-raising among prosecutors and defense lawyers to increase the referral rate 

 Developing monitoring system and documenting results 

CICAD DTC Value Added 

 Training opportunities and study visits allow access to specialists 

 Technical Assistance, especially in development of monitoring and evaluation tools 

 Flexibility and responsiveness 
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Dominican Republic 

 

Dates visited: 

March 31-April 5, 2014 

Status of Project: 

 MOU signed November 2012 

 No participants had been selected at the time of the 
field visit 

Main characteristics: 

 Applies to minor offenses: possession and small-time distribution, non-violent larceny, domestic 
violence without serious injury, assault and battery without serious injury, weapons offenses. 
Requires the victim’s acquiescence 

 DTC protocol developed 

 Contemplates 60 participants during the lifetime of the project 

Main achievements/Success factors: 

 Participation in EULAC Cities Alliance opened the door to DTC involvement 

 Strong political commitment 

 Existence of an Addiction treatment center (outpatient and residential) 

Main challenges: 

 Interagency cooperation has been complex 

 Institutional capacity needs to be strengthened 

 Adapting the DTC model to the judicial system 

 Lack of awareness of the project within the judiciary 

 Resistance of public opinion 

CICAD DTC Value Added 

 Training opportunities and study visits allow access to specialists 

 Technical Assistance, especially in development of monitoring and evaluation tools 

 Provision of manuals and standards of treatment 
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Salta Province, Argentina 

 

Dates visited: 

April 13-16, 2014 

Status of Project: 

 MOU signed March 2013 

 Two DTCs functioning in Salta 

 Contemplates 15 participants per DTC during the 
project lifetime. 

Main characteristics: 

 No specific legislation –DTCs operate within the probationary suspension of trial modality 

 Applies to offenses that might result in non-custodial sentences, or in sentences under three years 
of incarceration.  

 System of incentives and sanctions 

 Outpatient and residential facilities through the health services network 

Main achievements/Success factors: 

 Development of a DTC Protocol outlining procedures and responsibilities in collaboration among 
the different agencies 

 Construction of strong interagency cooperation and links 

 Existence of province-wide health services network that includes treatment for addiction 

Main challenges: 

 Identifying admissible participants within the available legal framework 

CICAD DTC Value Added 

 Training and study visits allow access to specialists and direct practical observation 

 Technical Assistance 
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Trinidad and Tobago 

 

Dates visited: 

March 24-30, 2014 

Status of Project: 

 MOU signed September 2012 

 San Fernando DTC in operation since 
September 12, 2012 

 Tunapuna DTC in operation since May 2014 

 Pilot considers up to 10 participants at any 
one time, per DTC. 

Main characteristics: 

 No specific legislation -Chief Justice has the 
latitude needed to assign the relevant tasks to the Courts 

 Admissible offences (must be non-violent): Possession of Drugs; Larceny; Loitering; Possession of 
Paraphernalia; Praedial Larceny; Trespassing; Simple Possession 

 DTCs operate under a system of incentives and sanctions. Special consideration to immunity from 
prosecution for acts that can be considered a relapse that is part of the rehabilitation process. 

 Includes juveniles with parental consent 

 Outpatient and residential treatment (up to 12 months) 

Main achievements / success factors: 

 Collegial and effective Steering Committee is cornerstone of interagency cooperation 

 Flexibility of system (case by case approach) 

Main challenges: 

 Slow admissions process has deleterious effects on participation in program 

 Convincing the public it is not a “soft option” 

 Document the results of the pilot project (M&E) 

 Covering costs of outpatient treatment provider 

CICAD DTC Value Added 

 Training opportunities and study visits allow access to specialists 

 Technical Support for policy development 

 Technical Assistance, especially in development of monitoring and evaluation tools 

 Flexibility and responsiveness 


