Substance Abuse Prevention

in Quay County

A Community Systems Change Primer

This booklet outlines the Community Systems Change activities of the Quay County Maternal Child and Community Health (MCCH) Council during FY2003.  The Council employed “A Systems Approach to Community Action.”

Substance Abuse has been identified as the top priority of the MCCH Council for several years.  The Department of Health provided funds and technical assistance for the learning the systems approach to community change.
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Step 1:  Clarifying the Aim

The Council created the Substance Abuse Committee to address the initial aim to reduce substance abuse among Quay County residents.  Over the years, many community assessments found that substance abuse was a serious problem in Quay County.
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In a survey of Quay County residents (excerpted in Table 1), seven of the top ten societal problems are associated with substance use.  Teen substance use was associated with three of the top four societal problems.
Based up on this data and other studies, the Substance Abuse Committee decided to address substance use among teenagers.

Based on available data, the Substance Abuse Committee ultimately clarified its aim to read this way:

Reduce the use of illegal substances by youth under 18

Step 2:  Select an Outcome

Once the aim was established, the next step was to determine a way to measure progress toward the aim, an outcome measure.

After research and discussion, the outcome measure reads:  

number of arrests of persons under eighteen years of age charged for possession
This baseline data was generated by the Quay County Juvenile Probation and Parole Office (JPPO).



Step 3:  Convene and Charter the Team



Step 4:  Understand the Current System

Once the committee was together, the effort began to understand how the system works right now from the perspective of a teenager suspected of using illegal substances.  This involved creating several flowcharts of processes used by organizations in the Quay County area that serve teens.

At the end of this process, the group created one condensed flowchart that showed the basic system for teens suspected of breaking the “minor in possession” law.

Step 5:  Find out what has been Evaluated and What Works

From “Science-Based Practices in Substance Abuse Prevention: A Guide”, Western CAPT:

· Social norms from families, schools, and community that do not accept alcohol/drug use help teens resist using substances.

· Effective Law Enforcement (swift, certain, meaningful) effectively increases youth compliance with laws.  Severity is not related to effectiveness.

Step 6:  Identify Leverage Points
After reviewing the flowcharts, the committee determined that there is inconsistency in referring young people suspected of using illegal substances to law enforcement.  Students and adults who participated in the flowcharting process referred to this phenomenon as “it depends upon who you are.”  Science-based practices verified the important of consistent community norms around this issue.  

Step 7:  Try a Small Test of Change

Based upon the previous information, the committee developed its PDSA (Plan, Do, Study, Act) cycles. This decision refers back to the Outcome measure:  

number of arrests of persons under eighteen years of age charged for possession based upon data provided through JPPO Office.

The Committee’s strategy includes informing the community of the benefits of including law enforcement in the effort to affect substance abuse prevention.  The following describes the planned PDSA cycles:

PDSA Cycle # 1:  Citizen Police Academy presentation

· Outcome:  Increased participant knowledge

                     PDSA Cycle #2:  Radio presentation

· Outcome:  Increased community knowledge

                Planned PDSA Cycles:

· Presentation to school administrators, selected educators, school staff



"The George and Nathan Show!" – The Substance Abuse Committee Presentation
Bringing Law Enforcement and the Community Together to Help Youths with Illegal Substance Use Problems

Introductions

We are members of the Substance Abuse Committee of the Quay County Maternal Child and Community Health Council. The Committee is made up of public health professionals, substance use counselors, local and state law enforcement officers, juvenile probation officers, representatives from public housing, and other Quay County residents concerned about the problem of illegal substance use by youth in our county. The Substance Abuse Committee in working to make changes in our community systems to help youth in need get connected to the help they need to avoid substances and be successful in life!

Our Aim: To Reduce Illegal Substance Use Among Youth under 18 years of Age

In the late 1990's, researchers conducted an extensive survey of adults in Quay County. This survey explored social and personal concerns in our county. Several youth substance use issues were identified as being in the "top ten" concern to residents of our county. Six of the "top ten" concerns have to do with youth using substances, often illegally. The Substance Abuse Committee was formed to address the concerns of county residents about substance use among our youth.

[This committee is using the Systems Change process to identify where our youths with substance use problems are "falling through the cracks" and how our community can best help these kids stop using substances.

A Little Information about Systems Change

Some years ago, you might remember that America was worried because all the best products were coming from Japan. One of the reasons that the Japanese products of the 1970's and early 1980's were so much better than American products is because the Japanese adopted the System Change ideas of (strangely enough) an American innovator, Dr. W. Edwards Deming. Most businesses of the past made products and tried to convince people that they wanted to buy those products. Deming's focus on examining processes, especially from the perspective of the customer who buys products, changed Japanese business focus to finding out what customers wanted and working to fulfill those wants. This concept revolutionized Japanese business and has been adopted since by many companies in America.

Now, government and community-based groups are applying these same principles to their work, focusing on changing the way communities work through treating residents as "customers" of government and community services. The Substance Abuse Committee was formed specifically to use System Change processes to address the teen substance use problem in Quay County.

The Things We Found Out

· Law Enforcement Officers and Juvenile Probation is the Way toward Help 

Treatment of substance use problems is hard to find and most families can't afford it. There are public funds available to help youths with substance use problems, but these are only available to kids who have been referred to law enforcement officers and are involved in the Juvenile Probation system. These youths need to be referred to law enforcement!

· Refer to Law Enforcement Every Time a Youth Illegally Uses Substances 

Many community members feel a need to "protect" youths from law enforcement when they use illegal substances. Parents, friends, and teachers might think that referring a youth will hurt their chances of getting into a good college, having a career in the military, or getting a good job as adults. If youths are referred to law enforcement before their illegal substance use becomes a problem habit, many youths can be turned to better habits. Minor, rare infractions of the law don't usually follow a youth into their adult life.

Youths who are "protected" from law enforcement when illegal substance use begins often go untreated for their problem and some end up getting arrested for much more serious crimes that will affect their adult lives. We feel it is vital that law enforcement be involved in a substance-using youth's life as soon as the problem is found, before serious problems come. Parents, friends, teachers, and other concerned adults need to refer these youths to law enforcement each time substance use laws are broken so they can get the help they need!

The Role of Law Enforcement toward Illegal Substance Use by Youths 

Many people think that law enforcement takes youths "in trouble with the law" and simply locks them in jail for a time. Prevention of youth substance use and treatment for those already addicted to substances is the primary goal of law enforcement, in partnership with Juvenile Probation and the Court system. Incarceration is an option, but is typically used only when other prevention and treatment methods have been tried. Law enforcement is committed to helping youths become responsible, law-abiding adults.

When a youth is referred to law enforcement officers for illegal substance use, they are assigned a Juvenile Probation Officer who works to find ways to help that youth start obeying the law. Depending on the seriousness of the law broken or the number of times a youth has been referred, a judge may become involved in deciding the kind of intervention and treatment that youth needs. All of these people work together to help the youth stop using substances illegally and develop better habits that will lead to a happy, successful life as an adult.

Parents, Friends, Teachers, and Concerned Neighbors can Help

Everyone in our community can be a part of helping our youths to avoid the illegal use of substances. When we see a youth using these substances, we can refer them to a law enforcement officer immediately. This is not "getting them into trouble," this is the way to get a youth the help they need! The Substance Abuse Committee seeks your help in spreading the word about the importance of referring youths who illegally use substances to law enforcement every time they use. You will be helping that youth become a better adult and making Quay County a better place to live for everyone!  Thank you!

Step 8:  Keep Improving

After a successful FY 2003 year, the Quay County Maternal Child and Community Health Council’s Substance Abuse Committee continues its efforts to impact substance abuse in Quay County.
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Problem�
% indicating moderate�or major problem�
�
Drunk driving�
75.1�
�
Teen smoking�
74.3�
�
Drunk Driving among youth�
71.8�
�
Alcohol use among youth�
71.6�
�
Disrespect for traditions�
71.4�
�
Drug abuse�
71.3�
�
Drug abuse among youth�
70.6�
�
Unemployment�
70.1�
�
Anger and violence among youth�
69.4�
�
Alcoholism�
67.9�
�
Table 1.  The “Top Ten” Societal Concerns in Quay County, The ASAP Adult Survey (1999)
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Memorandum of Agreement


Between the Substance Abuse Core Committee


and the Quay County MccH Council


February 2003





Importance of Issue





The Quay County MCCH Council has identified the reduction of substance abuse as its number one priority issue in the Quay County Community Health Plan 2002.  Research indicates that substance abuse affects all areas of life and all populations.  This particular issue was targeted because:  (a) the overall substance abuse in Quay County is high; (b) Quay County residents have identified substance abuse as a high priority problem; (c) substance abuse greatly impacts the quality of life of Quay County residents and (d) substance abuse affects the economic health and vitality of the County and impacts its potential future growth.





AIM





The Core Committee will address the aim:


Reduce the use of illegal substances by youth under 18.





Outcome Measure





The outcome measure agreed on by the committee will be:


 the number of arrests of persons under eighteen years of age charged for possession.





Membership





Committee members include the following individuals:





Noreen Hendrickson, DWI Task Force Coordinator


Dee Reed, Public Health Nurse Manager


Gail Cook, RN, LADAC, PMS Clinic Administrator


Susan Lease, ASAP Project Director


Tim Gutierrez, Community Member


Lt. Nathan Wallace, New Mexico State Police


Mary Ann Dominguez, ASAP


Alan Angel, Teambuilders Project Coordinator


George Arguello, Juvenile Probation Officer


Edna Cleary, Family Self-sufficiency Coordinator





The Chairperson of the Substance Abuse Core Committee is Noreen Hendrickson.  The Recorder and Time Keeper duties will be designated at each meeting.  Council Staff will provide administrative support.  Designated Department of Health representatives will coach the Committee.





If changes need to be made to the membership or the co-chair, then the Committee will make recommendations to the MCCH Council for their approval.





Actions:





The committee will:





Obtain community input on the issue;


Track the outcome measure;


Learn about the current processes in our community that influence the aim;


Learn about demonstrated principles and programs that affect the aim;


Develop a plan recommending improvement strategies, measures of their success, and needed resources;


Present the plan to the Council for approval of any new requests or changes in allocation of funds controlled by the Council;


Monitor implementation of the plan.





Linkage to the Council:





The committee is to be appointed annually by the MCCH Council Chair.  The committee will provide a quarterly report, and/or presentation, to the Council general membership that include team progress, reviewing data on the outcome measure and the current system, identifying barriers, and anticipating next steps.





The Council will support the Substance Abuse Core Committee by assisting in addressing barriers, identifying strategies for financial and other resources, reporting to the community, and other items as requested by the committee.  The Council will take action on recommendations put forward by the committee.
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The Substance Abuse committee would like to thank Jim Finley for all of his coaching, guidance, travel, and goodwill during FY03!
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