STRATEGIC PLAN: EXAMPLE 1

Intervening Variables and Contributing Factors Summary – Community I
UNDERAGE DRINKING

Priority:  Reduce the number of youth, ages 12-20, reporting past 30-day alcohol use.

Intervening Variable: LAW ENFORCEMENT/ ADJUDICATION

Law Enforcement and Adjudication was chosen as a priority intervening variable for _________________ County due, in part, to the responses from the focus groups conducted in 2011 where the majority of respondents indicated that “you won’t get caught” for underage drinking in _________________ County. The 2012 Community Perception surveys also showed a prevailing attitude (by adults) that underage drinkers think they won’t get caught or arrested.   This thinking was supported when the Coalition collected 2010 data for underage drinking citations and noted there were only 10 citations issued.  Compared to the prevalence of drinking for Grade 10 students at nearly 39% in 2007 (Maryland Adolescent Survey) and Grade 12 students at nearly 51%, the citation rate is disproportionately low.

Contributing Factor: Resource Shortages for Officers

The number of law enforcement officers has been reduced by four in _________________ County due to budget cuts.   Even prior to the budget cuts, police admit a lack of dedicated alcohol enforcement coverage.  Meanwhile, a task force devoted to illegal drug arrests has existed for at least 10 years.  Twenty-five years ago, a multi-agency task force called “LEADS” or “Law Enforcement Alcohol Drug Squad” was created in _________________ County with a Memorandum of Understanding between police groups, but it is believed this squad was disbanded at least 15 years ago after funding to support saturation patrols ended.

Contributing Factor: Soft or Inconsistent Consequences for Alcohol Use by Ages 12-20

The number of alcohol citations in 2010, at 10, compared to the prevalence of underage drinking rates, is disproportionately low in _________________ County.   The Coalition is united in believing that underage drinking has not been a priority for the legal system, as evidenced by the number of arrests.  But it is also frustrating for law enforcement officials when consequences beyond the arrests seem inconsistent or weak.   Additionally, alcohol addictions treatment staff are concerned about the low number of underage youth who are referred to the Health Department for assessments, compared to the prevalence rate of prior 30-day use as evidenced by the last Maryland Adolescent Survey results.   

Intervening Variable: SOCIAL AVAILABILITY

In _________________ County, there seems to be an accepted culture of drinking.  There is a density of alcohol outlets along the waterways, especially in ___________ and __________ as the county has become a weekend destination for tourism. The county is a mecca for boating recreation for both visitors and residents.  Unfortunately, the culture supports the combination of boating and alcohol with at least 12 alcohol outlets co-located with docking access.   Many visitors are attracted to the county by local outdoor events sponsored by non-profit organizations.  Nearly all of these events include selling alcohol or alcohol is included in the ticket price.  However, close monitoring of the access to alcohol by underage youth is minimal. There is no arm-band ordinance or other required standards that could decrease access other than the reminder that no one under age 20 shall be served alcohol.  Middle and high school students who participated in focus groups conducted in 2012 said it is easy to obtain alcohol at adult/community events.  These same students also stated that alcohol can easily be obtained at home.   The Maryland Adolescent Survey results supported these findings as well with 22% of Grade 10 students and 39% of Grade 12 students saying their parents think “It’s okay” to drink beer and wine and 14% of Grade 10 students and 30% of Grade 12 students saying their parents think “It’s okay” to drink liquor.

Contributing Factor: Alcohol is Readily Available at Community Celebrations and Recreational Activities

Community celebrations and recreational activities are a significant part of living in _________________ County.   Non-profit organizations rely on large scale events, especially in warmer weather, to raise funds.  Examples of events include wine festivals, boat races, golfing tournaments, dinners with auctions (drinking is promoted to encourage bidding), fairs, and town celebrations.   At least 67 one-day licenses for alcohol service were issued in _________________ County in 2011 and an estimated 10% of venues had extended practices in place to reduce underage drinking such as arm-bands or a monitored drinking area (beer garden).    As a recreational boating destination, at least 12 licensed outlets cater to boaters with adjacent or nearby boat docking facilities.   There are also package stores located on or near waterways where the opportunity for legally aged patrons to buy alcohol is abundant, but the opportunity to check the ages of a boatload of drinkers is nearly non-existent.  The police presence is limited and most boating passengers, who appear to be underage, easily claim they are without their driver’s licenses due to wearing bathing suits.    

Contributing Factor: Alcohol is Readily Accessible in the Homes of Youth

The majority of 2012 Community Perception survey respondents (all adults) said alcohol is easy to access at home. This perception was reinforced by middle and high school aged youth who participated in focus groups in 2012.   Additionally, the police indicate their seems to be a growing number of suspected underage drinking party homes in the county, where parents are socially hosting – as the parents believe, “It is safer” to host teens in my home in a “controlled” environment, rather than letting them drink on the roads. Although Coalition members and law enforcement officials hear frequent community complaints about underage drinking, the actual number of police calls for underage drinking parties in the county in 2011 was just five.   Coalition members believe the general population is unlikely to report parties due to being afraid of repercussions.  

(Page 1 of 2) Worksheet 1: Community Logic Model for _________________ County (10/5/12)
1. In the first column- circle or bold/highlight selected priority. 

2. In the second column- fill in an Intervening Variable that was identified through your data collection (Retail Access, Price, Social Access,  Enforcement, Social Norms, Promotion, Perceived Risk.) NOTE- Complete one logic model for each intervening variable.  

3. In the space below the Intervening Variable- note at least one indicator (data point.) 

4. In the third column- note at least one contributing factor that was identified through your data collection. 

5. In the space below each Contributing Factor- note at least one indicator (data point.)

6. Complete a worksheet for each Intervening Variable
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Worksheet 2:  Beginning the Strategic Planning Process/ Version:  Revised October 5, 2012
Community Name:   _________________ County  
Priority:  Underage Drinking
Long-term Objective:  Decrease by 5% (from 38.6% to 36.67% for Grade 10 and from 50.9% to 48.56% for Grade 12) - the percentage of Grade 10 and Grade 12 students who consume alcohol as measured by the Youth Behavior Risk Assessment in the fall of 2014.

Intervening Variable:  LAW ENFORCEMENT/ADJUDICATION

Intermediate Objective: Improve by 100% by FY 14 (Baseline = 0%) – the number of police dedicated to underage drinking enforcement through provision of training and an alcohol enforcement unit.   

Contributing Factor:  Resource Shortages for Law Enforcement Officers

Short-term Objective:  Increase by 50% (from 108 hours to no less than 162 hours annually) by FY 14  - the number of enforcement hours dedicated to underage drinking saturation patrols.

Contributing Factor:  Soft or inconsistent consequences for alcohol use by those ages 12-20

Short-term Objective:  Increase by 50% (from 10 citations in 2010 to 15 citations) by FY 13 - the number of juveniles who are arrested for alcohol citations 
Intervening Variable:
SOCIAL AVAILABILITY

Intermediate Objective:  Reduce by 5% (from 22% for Grade 10 and 39.4% for Grade 12: Beer and Wine; and 14.4% for Grade 10 and 30.2% for Grade 12: Liquor) - the percentage by Grade 10 and Grade 12 students who say that their parents think “It’s okay” to drink alcohol by FY 14 – as measured by the Youth Behavior Risk Survey

Contributing Factor:  Alcohol is readily available at community celebrations and recreational activities


Short-term Objective:  Increase by 100%  (from 6 to 12) by FY 14 - the number of one-day license venues where underage alcohol access is closely monitored.
Contributing Factor:  Alcohol is readily accessible in the homes of youth

Short-term Objective:  Distribute at least 500 cross-exposed messages per month (Baseline = 0) targeted to county households with family members ages 12-20 via public service announcements, flyers, informational articles, posters, or social media.   Saturated and repeated messages will focus on liability and consequences for permitting or not monitoring alcohol access in the home by underage persons.

Worksheet 3:   SELECTING STRATEGIES WORKSHEET

Community Name:   _________________ County/  October 5, 2012 Version
	Contributing Factor
	Strategy
	Likelihood of Change

During Grant Period
	Capacity/ Readiness
	Cost (i.e. time, money, resources)

	Resources Shortages for Law Enforcement Officers
	1. Conduct alcohol age compliance checks and issue citations to retailers selling alcohol to youth.
	High likelihood of change due to being a small county and word of mouth between retailers as to compliance check; Also increased pressure to strengthen sanctions.


	Local law enforcement is committed to increasing compliance checks and working with the Coalition.
	An estimated $4,000 in funding for compliance checks will be invested in this strategy.

	
	2. Enhance law enforcement capacity and commitment to address alcohol laws.
	High likelihood of change with law enforcement officials supporting focused patrols.
	Maryland State Police and the Sheriff’s Department are active members of the Coalition and support this strategy.
	An estimated $7000-$10,000 in funding for focused patrols will be invested in this strategy.


	Soft or Inconsistent Consequences for Alcohol Use by Those Ages 12-20 
	3. Promote enforcement response and prosecution/ adjudication for underage drinking laws within the municipal and circuit court systems. 
	Moderate likelihood of change over time (3 years); This will take agreement between agencies (law enforcement, State’s Attorney, Juvenile Services, Addictions).
	Most agencies are on board with exploring past patterns and improving consistency.   At a minimum, the Coalition would like to see more dedicated enforcement time/training and more alcohol assessments ordered.

	An investment of in-kind time from cross agency collaborators will be invested toward the policy portion of this strategy.  


Worksheet 3:   SELECTING STRATEGIES WORKSHEET - CONTINUED
Community Name:   _________________ County/  October 5, 2012 Version

	Contributing Factor
	Strategy
	Likelihood of Change

During Grant Period
	Capacity/ Readiness
	Cost (i.e. time, money, resources)

	Alcohol is Readily Available at Community Celebrations and Recreational Activities
	4.  Develop policies and procedures to enforce underage drinking access at community/recreational events.
	Procedural changes, with emphasis on liability to non-profit organizations who sponsor community events, have a high likelihood of change.
	The Coalition has already collected data re: one-day licenses and models for informing license holders of access issues and policies for reducing access.
	The cost will be minimal as an investment in in-kind time from the Liquor Board and Coalition members will be utilized.

	Alcohol is Accessible in the Homes of Youth
	5. Media campaigns:  Educate and advocate for specific outcomes with pre-approved materials using purchased media: In conjunction w/other evidence-based strategies.
	Over time, the likelihood of change is greater – perhaps 2-3 years with consistent and repetitive messages using a model (evidence-based) campaign.
	_________________ County’s Coalition has past successful experience with several media campaigns including state and national models. 
	Due to ______ being a large county, media saturation will require a $7,000-$10,000 investment range.

	
	6. Educate parents about issues such as local underage drinking, youth access to alcohol, effective measures to reduce youth access and adolescent brain development research regarding damage due to alcohol use – via newsletters (school, athletic, other club, group); parent meetings associated with youth clubs, groups and athletics, and/or other venues.
	Over time, the likelihood of change is greater – perhaps 2-3 years with consistent and repetitive messages using an evidence-based parent education model.  
	The Coalition is supportive of the “Be the Wall”  campaign, but a subcommittee will investigate models with supplemental or other parent education messages as well.  
	An estimated $6,000-$8,000 investment in educational activities complying with this strategy will include funding for advertising, educational materials, speakers, and refreshments.
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 Underage Drinking (12-20 year olds)


2007 MAS indicates 38.6% of Grade 10 and 50.9% of Grade 12 students used alcohol in the 30 days prior to the survey compared to 27.8% and 42.2% for MD, respectively.


Young Adult Binge Drinking (18-25 year olds)


Alcohol-related crashes involving youth (16-25 year olds)











Indicator/s (Data Point/s): 2011 Focus Groups revealed attitude that “you won’t get caught” for underage drinking in ______: Most respondents in 2012 Community Perception Surveys said underage drinkers think they won’t get caught or arrested. Police admit lack of a dedicated alcohol enforcement unit; while a (illegal) drug task force does exist and supplemental financial resources have traditionally flowed to drug enforcement, rather than alcohol.





Indicator/s (Data Point/s): Budget cuts have reduced the number of law enforcement officers by 4 in __________ County.  Most supplemental funding sources have been dedicated to the drug task force and NOT to underage drinking enforcement.  The # of alcohol citations to underage youth in 2010 was 10.








Soft or Inconsistent Consequences





The # of alcohol citations to underage youth in 2010 was 10 – across the entire county – while 30-day use rates for Grade 10 in 2007 were reported at nearly 39% and for Grade 12 were 51%.
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Alcohol is Readily Available and Often Poorly Monitored at Community Celebrations/ Recreational Activities in ___________ County





Social 


Availability





 Underage Drinking (12-20 year olds) 


2007 MAS indicates 38.6% of Grade 10 and 50.9% of Grade 12 students used alcohol in the 30 days prior to the survey compared to 27.8% and 42.2% for MD, respectively.


Young Adult Binge Drinking (18-25 year olds)


Alcohol-related crashes involving youth (16-25 year olds)











Indicator/s (Data Point/s): The 2007 MAS survey showed that 22% of Grade 10 students and 39.4% of grade 12 students said their parents think “It’s okay” to drink beer and wine, while 14.4% of Grade 10 and 30.2% of Grade 12 students said their parents think “It’s okay” to drink liquor.  The majority of middle and high school students in 2012 focus groups said alcohol can easily be obtained in the home; Both groups said it is easy to get alcohol at adult/community events; Majority of 2012 Community Perception Survey respondents said alcohol is easy to access at home.





Indicator/s (Data Point/s):  The number of one-day licenses issued in 2010 was 67 and in 2011 was 55. An estimated 6 or 10% of venues (in 2011) had extended practices in place to reduce access to under drinking.








Alcohol is Accessible in the Home





Indicator/s (Data Point/s):  From the MD State Police - The number of suspected underage drinking party houses in ________ currently is 5.  The number of noise disturbance calls for homes with young party goers in 2011 was 5.  The number of actual underage drinking party arrests was 25.  The number of calls to underage drinking parties was 5, but these did not include the Sheriff’s calls, where the MSP backed up deputies.








