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What Is the Purpose of This Guide?

The purpose of the Program Guide is to provide step-by-step instructions on how
to implement the Project Northland underage alcohol-use prevention series. It is
important that you read through this guide before beginning implementation.

Throughout the guide, you will see the following:

RESEARCH FACTS
These facts highlight some of the important research findings of Project
Northland’s distinguished author-researcher team and other researchers.

he

PROFESSIONAL HIGHLIGHTS
These features are a sampling of experiences shared by many professionals
who have worked with Project Northland in a variety of settings over the years.

N

PROGRAM TIPS
These tips and strategies, gleaned from others’ experiences, will make program

<|||‘

implementation easier for you.

PREVENTION RAINBOW

This icon corresponds to the prevention framework described on page 3. It
helps increase your awareness of which domains (adolescent, family, peers,
school, community, or society) are impacted by different parts of Project
Northland.

A

Also, you will find thumbnails of relevant materials from the CD-ROM.

How to Use the CD-ROM

This Program Guide comes with a CD-ROM that contains resources such as work-
sheets, templates, and resource lists to support the Project Northland program.
All of these resources are either in PDF format (which can be accessed using Adobe
Reader) or in Microsoft Word. If you do not have Adobe Reader, you can download
it free of charge at http://www.adobe.com.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher. iii



B What Is the Purpose of This Guide?

Whenever you see this icon , it signals that a copy of the resource being
discussed is on the CD-ROM. There will be a number on the icon that corresponds
to the number of the document on the CD-ROM.

To access the resources on the CD-ROM, put the disc in your computer’s
CD-ROM player. Open your version of Adobe Reader or Microsoft Word, and then
open the documents by clicking on the ones you wish to use. The PDF documents
cannot be modified, but they can be printed to support your implementation
without concern of copyright infringement. For a complete list of the resources
included on your Program Guide CD-ROM, please see pages 157-161 of this
manual. This list is also on your CD-ROM. @

How to Use the DVD

This Program Guide comes with a DVD that provides an overview of Project
Northland. You may use this video in staff and parent trainings, and for program
promotion with sponsors and school-related groups such as your school board,

parent organization, or community coalition.
When you see this icon D, you should use the accompanying DVD.
Earad
(&)

The Program Guide DVD includes two videos to help you understand Project
Northland and explain its key features to other people. The “Project Northland
Overview” and “Project Northland in Action” videos each run slightly longer than
sixteen minutes. The “Project Northland Overview” provides a foundation for
anyone new to the program. You may wish to share it with community groups,
parent groups, potential sponsors, your school board, or others. It may be shown
at a staff meeting when Project Northland is first introduced. This overview is
also a good introduction for administrators and groups who are considering
adopting the program. “Project Northland in Action” is intended for staff members
who will help deliver the program to students. It provides more detail about the

key features of each curriculum.

iV Duplicating this page is illegal. Do not copy this material without written permission from the publisher.



What Do People Say About Project Northland?

“I absolutely love Project Northland, and so do the students!”

— SHALA GODWIN, CERTIFIED PREVENTION PROFESSIONAL
Teacher and Program Coordinator

“Project Northland is powerfully engaging for students and certainly youth-centered. The
visual elements are very appealing to youth and adults. The program gets youth thinking

about their futures.”

— INEZ R. DRUMMOND, ED.D.
Manager, Safe and Drug-Free Schools and Communities,
Chicago Public Schools

“One of [my] favorite initiatives, both because of its curb appeal and because of promising
data, is Project Northland. Project Northland is an alcohol prevention program that
addresses alcohol use at multiple levels . . . The program approaches the topic of alcohol use
among adolescents from a very comprehensive perspective . . . The context and strategies

used in Project Northland are grade specific . . . Data indicate that the program works.”

— AARON WHITE, PH.D.
Keeping Adolescence Healthy: Exploring the Issues Facing Today’s
Kids and Communities

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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Welcome to Project Northland!

In this chapter, you will gain a basic understanding of Project Northland and

its value to you, your students, and your community.

PP What You Will Learn in Chapter 1:
e What is Project Northland?
e What makes Project Northland effective?
e What does research show about Project Northland’s effectiveness?

e How to meet national academic standards with Project Northland

What Is Project Northland?

Project Northland is a nationally recognized alcohol-use prevention program.
The four Project Northland curricula include Slick Tracy, Amazing Alternatives,
Power Lines, and Class Action. They are supported by this Program Guide
for administrators and program coordinators. Project Northland was developed
at the University of Minnesota from research funded by the National Institute
on Alcohol Abuse and Alcoholism. This state-of-the-art alcohol-use prevention
program is backed by more than eighteen years of research and more than forty-
five scientific publications. A list of research articles can be found on the
accompanying CD-ROM. Research has shown that, in addition to effectively
achieving its alcohol prevention goals,' Project Northland can significantly

reduce teens’ marijuana and tobacco use.?

Project Northland interventions target all students, putting them in the
category of universal prevention efforts (also known as primary prevention). The
needs of most students for information and skills are met at this level. Universal
prevention efforts differ from selective prevention efforts, or the specialized
programs designed for students who have been identified as at risk—for example,

students with a history of behavior problems or those with a family history of
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alcoholism—and indicated prevention efforts, or special programs
for students with identified substance abuse problems (see

figure 1).

FIGURE 1

Public Health Approach to Preventing Underage Alcohol Use

Indicated Prevention Efforts are more specialized
and aim to prevent alcohol abuse among students
A\S — who have begun to use alcohol and engage in

high-risk behaviors.

— Selective Prevention Efforts are specialized
programs designed for student groups that have
been identified as at risk of experiencing alcohol-
related problems (e.g., family history of alcoholism).

Universal Prevention Efforts provide
education for all students. Most students’
needs for information and skills are met
at this level. Project Northland provides
universal prevention education.

Project Northland’s universal alcohol-use prevention curricula
are designed for young adolescents, both male and female.

What Are Project Northland’s Goals?
The goals of Project Northland are to

the age when young people begin drinking
alcohol use among young people who have already tried drinking

the number of alcohol-related problems of young people

000

2 Duplicating this page is illegal. Do not copy this material without written permission from the publisher.



Welcome to Project Northland! W

What Makes Project Northland an

Outstanding Prevention Program?
The Project Northland curricula invite participation and experi-
ential learning at home, in the classroom, and in the local com-
munity. A vital aspect of Project Northland is this multifaceted
approach. Prevention research shows that addressing alcohol
use at multiple levels strengthens outcomes. Incorporating best
practices for effective prevention, the curriculum engages students
as individuals and addresses influences in the family, with peers,
at school, and in the local community and broader society. Project
Northland addresses these domains more comprehensively than
any other prevention program.

Project Northland’s conceptual framework is captured nicely
in figure 2. Each Project Northland curriculum targets the vari-
ous influences in the adolescents’ world with developmentally

appropriate interventions.

FIGURE 2

The World of the Adolescent

i PROFESSIONAL
SsOCIETy Wl HiGHLIGHT

“Communities should
adopt prevention
interventions that
include school, family,
[ 4 and community
components.”?

ADOLESCENT

Fittingly, figure 2 places the adolescent at the center of his
or her world. Each young person brings individual characteris-
tics, like personal values, attitudes, beliefs, knowledge, behav-
ioral skills, and personality characteristics that can contribute
to his or her decision to use alcohol and other drugs—and many
are addressed in Project Northland.

Although adolescence is a time of separating from the family,

Project Northland interventions recognize the importance of the

Duplicating this page is illegal. Do not copy this material without written permission from the publisher. 3
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i PROFESSIONAL
Il HIGHLIGHT

“Everyone really likes it;
what to do is prescribed,
and the number of
lessons is good.”

CHEMICAL HEALTH DIVISION
PLANNER, STATE DEPARTMENT OF
HUMAN SERVICES (MINNESOTA)

family, as well as the diversity of today’s families. Universal
prevention programs like Project Northland are not intended
merely for students from traditional two-parent households.
Today’s families often include adults other than parents who live
with the student—stepparents, grandparents, foster parents,
and guardians, to name a few—as well as others like siblings,

cousins, or anybody with long-standing and binding ties.

As adolescents begin to separate from their families, the
peer group becomes an increasingly important influence on a
young person’s behavior. Some of these peer groups are in the
school, and others are neighborhood based or centered on sports
or other extracurricular activities, including after-school jobs.
Peer influences are covered extensively in each of the four

Project Northland curricula.

Teachers, coaches, administrators, nurses, and others at school
are role models who spend considerable time with adolescents.
School policies—when enforced consistently—can be effective
prevention strategies for underage drinking. After-hours school-
based events can provide safe and fun alternatives to risky,
unsupervised activities that can include alcohol and other drugs.
Every year of Project Northland interventions includes extensive
school-based programs designed to reduce underage drinking by

your students.

Teens live in communities with local governments, law
enforcement, merchants, media, faith-based organizations,
youth-serving organizations, sports teams, and the like, all of
which can have a strong positive—or negative—influence on
underage drinking or other drug use. Although influences from
the broader society are more distant, they can be powerful and
include, as examples, state and federal laws and policies, mass
media, the beverage industry, and professional sports teams. You
will find Project Northland interventions target many of these

influences as well.

Project Northland utilizes peer-led, experiential, activity-

driven learning strategies to actively educate students. Parents

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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and guardians are enlisted to support a “no use” message, while
communities mobilize to reduce youth access to alcohol and to
promote alcohol-free norms for youth. The curricula are user
friendly for teachers, fun for students, inviting to parents and

guardians, and effective in preventing alcohol use.

Who Is the Intended Audience?

The Project Northland interventions provide a sustained and
comprehensive program for alcohol-use prevention during middle
school and high school. Each program builds on materials
presented and learned during earlier years. For example, Peer
Leaders are introduced in Slick Tracy and given more training
and responsibilities in Amazing Alternatives. Time Capsules are
completed by students at the end of each curriculum and are
returned to them at the beginning of the next. For best results,
Project Northland implementers have their students begin with
Slick Tracy in fifth or sixth grade, continue with Amazing Alter-
natives and Power Lines in grades seven and eight, and follow

up with Class Action in high school.

There are many innovative ways to deliver Project Northland
and still maintain fidelity. The curricula can fit well into advisory,
homeroom, health education, social studies, science, or general
life skills classes. Connections to national academic standards are
referenced on pages 17—-20. Project Northland has been delivered
effectively by school resource officers, prevention coordinators,
community coalition volunteers, and older students from high
schools and colleges. Since Peer Leaders facilitate most classroom
activities, adults participate more as “coaches” or “facilitators”

than as educators.

Some communities may be interested in implementing Project
Northland in a school-based after-school setting. Since, at present,
there is no evidence indicating the effectiveness of such a model,
it is important for any communities attempting this to conduct a
particularly thorough program evaluation. It is also important
to plan how the program will involve the majority of the student

body, at the targeted grade levels, over Project Northland’s entire

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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Everything is spelled
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for the students, and
anybody could teach it.
All the materials are
provided.”

ADMINISTRATOR
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three- to four-year cycle. The fidelity tools on your CD-ROM can
help guide this work.

What Does Research Show about

Project Northland's Effectiveness?
Project Northland grew out of the most rigorous alcohol-use
prevention trial ever funded by the National Institute on Alcohol
Abuse and Alcoholism (NTAAA) and was developed in a region of
the country that led the nation in alcohol-related traffic fatalities.
More than eighteen years of research at the University of
Minnesota’s Division of Epidemiology & Community Health is

the foundation of the Project Northland curriculum series.

Outcomes from the original study showed that, relative to
students in the control group, Project Northland participants
demonstrated reduced levels of alcohol, marijuana, and cigarette

use, and they displayed more resilient behaviors.*

Students who participated in Project Northland showed 30
percent lower weekly drinking and 20 percent lower monthly
drinking. They engaged in 27 percent lower cigarette use and
27 percent lower alcohol use by the end of eighth grade. These
students also demonstrated markedly lower drug use by the end
of eighth grade. Intervention group students who never drank
alcohol at the beginning of sixth grade showed 50 percent lower
marijuana use and 37 percent lower cigarette use by the end of

eighth grade.®

The Project Northland authors also examined the impact of
Project Northland on problem behavior scales from MMPI-A—
the adolescent form of the Minnesota Multiphasic Personality
Inventory.® Students whose risk of drinking was lowered by Project
Northland also demonstrated less growth of family problems
and less likelihood to use both alcohol and drugs than students
in the control group. This suggests that Project Northland may
positively impact young lives more broadly than originally had
been documented and may be of interest to parents or guardians
and school districts considering adoption of an evidence-based

prevention program such as Project Northland.
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The authors conducted another large and rigorous research
study to examine Project Northland’s effectiveness in large,
urban school districts. The study, conducted in Chicago, did not
confirm program efficacy in urban communities with low-income
and minority youth. Chicago educators liked Project Northland,
and participation levels were high. Secondary outcome analyses
to assess the effects of each program component indicated that
the home-based pieces were associated with reduced alcohol,
marijuana, and tobacco use.” Findings of this study highlight the

value of, and need for, additional research with urban communities.

For additional information about the research behind Project
Northland, a publications list is available on the CD-ROM.

What Are the Project Northland Curricula?

Full Project Northland implementation includes four curricula

supported by community efforts to achieve program goals:

B Slick Tracy, the first curriculum in the series, uses comic-book-
style activity booklets to help students and parents discuss
alcohol issues. Students engage in fun peer-led activities that
introduce the booklets at school. They complete these booklets—
ideally with their parents, or with other significant adults as
needed—to earn rewards. Slick Tracy culminates with a Poster
Fair at which students present their own alcohol-related
research projects to family, friends, and community members.
The entire Slick Tracy program requires five thirty-minute
classroom sessions, time for students to work on their projects,
the one-hour Poster Fair, and a three-hour training session for
Peer Leaders. Although Slick Tracy was originally designed
for sixth graders, some communities may find it a better fit
with the needs of their fifth graders. In such cases, Slick
Tracy may be implemented in the fifth grade, but be sure to
wait until seventh grade to resume Project Northland with

the Amazing Alternatives curriculum.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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B Amazing Alternatives introduces seventh graders to “virtual
R classmates” through a weekly audio drama featuring students
:ii?;?ngtiueg their age. Eight forty-five-minute classroom sessions include
: é"..;-'* peer-led experiential activities: group discussions, games,
Jf k. problem-solving challenges, and role plays. These activities
teach students to identify and resist influences to use alcohol.

Their purpose is to change the acceptability of alcohol use and

to encourage alcohol-free alternatives. The primary goal is to
delay the onset of youth alcohol use. Parent and guardian
participation materials encourage family communication and

involvement.

B Power Lines brings into eighth-grade classrooms the commu-
nity’s range of professional and political powers that influence
youth alcohol choices. The Anthony Parker audio drama and
Franklin community meeting activity provide a dramatic
context for the interplay of different groups around the youth

alcohol controversy in a fictional community. Through small-

group projects, students learn about the influence of real
powers in their own communities. These projects empower
eighth graders with the opportunity to become positive com-
munity influences within their neighborhoods, schools, and
peer groups, and with younger students. Power Lines’s eight
forty-five-minute classroom sessions reinforce and build upon
the messages and behaviors learned in Slick Tracy and Amazing

Alternatives. Parent participation materials are included.

e B Class Action is Project Northland’s high school component.

Including it in your implementation will strengthen your
community’s program outcomes. Class Action is an eight- to
ten-session curriculum that looks at the real-world social and

Case s legal consequences of teen alcohol use. Students are divided

School

Alcohol Policies

on Trial into six legal teams to prepare and present hypothetical civil
CLASS . .
ACTION cases in which someone has been harmed as a result of under-

age drinking. The six cases included in Class Action are

* Drinking and Driving on Trial: Foley v. Welby
® Fetal Alcohol Syndrome on Trial: Dixon v. Nordeen

8 Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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* Drinking and Violence on Trial: Benton v. Dempsey

* Date Rape on Trial: Allen v. Block

* Drinking and Vandalism on Trial: Brown v. The Bixby Festival

Planning Committee

¢ School Alcohol Policies on Trial: Hunt v. Wilson

Using a casebook, recorded affidavits, and depositions as resources,

teens build legal cases and present them to a jury of their peers.

Curriculum focus

The Project Northland Curricula

SLICK TRACY

Families
communicating

a no-use message
about alcohol use

AMAZING
ALTERNATIVES

Peers and social
norms

POWER LINES

Community
influences and
social norms

CLASS ACTION

Legal consequences
of harm done by
underage alcohol
use

Designed for

Sixth grade

Seventh grade

Eighth grade

Tenth or eleventh
grade

Program highlights

* Comic books
* Peer Leaders
* Poster Fair

¢ Audio drama
* Peer Leaders

* Franklin “commun-
ity meeting”
* Research projects

Student teams
receive evidence
and prepare to

trained

trained

prosecute
Special event/s Required: Recommended: Required: Required:
Poster Fair Amazing Project presentations | Mock trials
Alternatives
Fun Night/s
Peer Leaders Nominated and Nominated and Shared leadership Shared leadership

The materials needed to implement Project Northland include this

guide; the four curriculum manuals with their accompanying CD-ROMs,
audio CDs, comic books, and casebooks; and the CD-ROM and DVD that
accompany this guide. Instructions for using the CD-ROM are on pages

iii—iv, and a complete list of the CD-ROM materials may be found on

pages 157-161.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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How Can Community Efforts Support
Project Northland’s Goals?
While the Project Northland curricula do explore community
issues, prevention efforts in the wider community beyond school
walls can dramatically reduce environmental risk factors. For
example, communities may establish new laws and policies that
make it more difficult for teens to obtain alcohol, or they may
improve enforcement of existing laws and policies. Community-
led compliance checks, media campaigns, and alcohol-free events
can all help. Chapter 3 includes more ideas about community
involvement, and chapter 8 extensively discusses community

coalitions and the types of support communities may offer.

About Project Northland’s 2009 Edition

The prevention messages and learner outcomes that made the
original Project Northland so successful have remained the
same. The revised curricula are more culturally sensitive and
reflect more diversity than the originals. The popular art from
Slick Tracy’s urban edition is used. Both Spanish and English
single-language comic books are offered with Slick Tracy, and
the audio recordings for Amazing Alternatives and Power Lines
have been updated. Resources have been added, including this
Program Guide, updated fidelity guidelines, sample evaluation
tools, planning forms, tips, and ideas. Each component of Project
Northland now includes a CD-ROM that contains many of

these resources.

Why Is Alcohol the Drug Targeted
by Project Northland?
Alcohol prevention is the focus of Project Northland because alcohol
is the drug of choice for American teenagers. Use often begins
during early adolescence. Alcohol inflicts the most harm at this

age, and early use leads to serious consequences in adulthood.

Alcohol is the most commonly used drug among American

youth® and for many, initiation of use occurs prior to age thirteen.’

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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Results from the 2007 nationwide Youth Risk Behavior Survey
suggest that nearly one-quarter of youth begin drinking alcohol
before age thirteen!® By eighth grade, 39 percent of youth report
having used alcohol in their lifetime, and 16 percent used in the
past month." Of even greater concern is that nearly one in five
eighth graders report ever having been drunk, and 10 percent
report heavy episodic use—having had five or more drinks in a row

in the previous two weeks.*

Such early onset of use has been associated with a number of
health and social problems, including alcohol abuse and dependence,
alcohol-related violence and injuries, drinking and driving, truancy,
traffic crashes, risky sexual behavior, and other drug use throughout
adolescence and into adulthood."” Some argue that early exposure
to alcohol and other drugs is not the cause of later problems, but
rather a result of a childhood history of conduct disorders.* How-
ever, a study spanning thirty years demonstrated that about half
of adolescents who began drinking alcohol and using drugs before
age fifteen had no history of earlier conduct problems. Further-
more, these normal young teens who began drinking and using
other drugs earlier than their peers were more likely to develop
substance abuse disorders as adults, test positive for herpes infec-
tions, have an early pregnancy, and be convicted of a felony than

those who did not begin drinking or using drugs before age fifteen.*

Recent research on brain growth and development presents
other compelling reasons to reduce the number of teens who
drink alcohol. Contrary to past beliefs, tremendous development
and maturation occurs in the brain during the second decade of
life. These changes are believed to be related to important higher-
order functions involving cognitive control over behavior, including
decision making, mood regulation, and impulse control. For example,
we now know that development of the prefrontal cortex—the
region of the brain associated with critical thinking and decision
making—is not completed until early adulthood.’” The limbic sys-
tem, which includes the septal area, hippocampus, and amygdala,

increases in volume during adolescence.' The hippocampus,

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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Project Northland students
who had never tried alcohol
at the beginning of sixth
grade showed 50 percent
lower marijuana use and 37
percent lower cigarette use
by the end of eighth grade.”
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because of its association with learning and memory, is the
subject of much current research. In addition, the brain becomes
better able to work in an integrated manner as the adolescent
matures because of changes that come about from synaptic

pruning and myelination.”

As research accumulates on the development and maturation
of the brain during adolescence, increasing concern is raised
about the potential for harm with the introduction of a potent
neurotoxin like alcohol into the adolescent’s changing body. There
is no information available to recommend a “safe” level of alcohol
intake for adolescents. Furthermore, adolescents are cognitively
immature in neurological processes related to decision making
and response inhibition that can provide internal controls on
alcohol intake. For these reasons, experts recommend compre-
hensive prevention programs like Project Northland that include
interventions offering opportunities for the individual to learn and
rehearse behavioral skills, as well as programs that allow the
family, school, and community to provide environments conducive
to no-use norms.* Such programs best match the immature neuro-

logical development of adolescents.

PROFESSIONAL HIGHLIGHT

Have Project Northland Customers Experienced Positive Outcomes?

“According to our survey data, collected over a period of more than fifteen years, local
eighth graders exposed to Project Northland scored markedly better than their peers
nationally on four key indicators: engage in binge drinking, perceive alcohol use as
harmful, disapprove of alcohol use, and monthly alcohol use. Additionally, the more
three-year Project Northland cycles schools had completed, the better their students
scored. By contrast, local eighth graders who did not participate were 11 percent to
46 percent more likely than their national counterparts to engage in binge drinking,
and they were about 12 percent more likely to have engaged in underage drinking
during the past month. A survey by the University of Illinois’s Center for Prevention
and Research Development concurs with our local findings.”

COMMUNITY COALITION DIRECTOR, REGIONAL OFFICE OF EDUCATION (ILLINOIS)

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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Introduction to Underage Alcohol Issues, on the CD-ROM,
provides more information about research on both underage

drinking and the adolescent brain.

Can | Expect Strong Results in My Community?

For your community to experience the greatest benefits, it is

important to implement Project Northland with fidelity, that is,

as closely as possible to the authors’ implementation during

their research. Of course, you will make some choices to meet

the unique needs of your students, but there are key features

of the model that need to be followed. Consulting the classroom
checklists on your CD-ROM will help ensure that you include oL
all the essentials.

There are four checklists for classroom implementation and
one for communities. First, there is a general classroom check-
list. This may be used by someone observing any middle-school
session without advance knowledge of which session will be
taught. There is also a detailed checklist for each of the three
middle-school curricula. These checklists specify the main parts
of each classroom session and whether each part is intended to
be teacher led or peer led. The Fidelity Checklist for Project
Northland Communities includes self-assessment questions for
community groups supporting program implementation and

evaluation.

Is Project Northland Recognized Nationally?

¢ The Project Northland series is included in the National
Registry of Evidence-based Programs and Practices of the U.S.
Department of Health and Human Services’ Substance Abuse
and Mental Health Services Administration (SAMHSA).

¢ Project Northland is listed as an Exemplary Program by the
Office of Juvenile Justice and Delinquency Prevention (U.S.
Department of Justice) and the Office of Safe and Drug-Free
Schools (U.S. Department of Education).

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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e Making the Grade by Drug Strategies—a nonprofit research
institute that supports efforts to decrease the demand for drugs
through prevention, education, treatment, law enforcement, and
community initiatives—has bestowed its “A” rating upon the

program.

¢ Project Northland meets the Principles of Effectiveness outlined
by the National Institute on Drug Abuse (NIDA) for Safe and
Drug-Free Schools.

Summary

In order to make the most of Project Northland in your commu-
nity, plan your implementation with long-term sustainability built
into every facet. Although “Sustaining Your Program” is the
final chapter in this guide, you may find it worthwhile to jump
ahead to page 147 and skim it before reading the remaining
chapters in sequence. In order to maintain and build upon your
successes for many years ahead, you will want to implement
Project Northland with fidelity, create a sustainable program,

and evaluate your program well for continuous improvement.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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TOPIC

Facts about Alcohol

Project Northland Scope and Sequence

SLICK TRACY (6th Grade)

AMAZING ALTERNATIVES (7th Grade)

Students will demonstrate the ability to:

« describe myths about alcohol use

*know basic facts about alcohol (e.g., alcohol
is a depressant)

*know the short- and long-term consequences
of alcohol use

e review important facts related to underage
alcohol use

 review negative consequences of underage
alcohol use

«identify ways they are pressured to use
alcohol

«identify ways to resist peer pressure to use
alcohol

« practice resisting peer pressure to use
alcohol

Reasons for «identify false reasons why people drink «identify reasons why some people their age
Alcohol Use alcohol (e.g., it makes them “cool”; they have use alcohol
more fun)
Consequences of *know that alcohol affects the ability to think « define the word “consequence”
Alcohol Use clearly and make good decisions « explain negative consequences of alcohol use
*know that people can die from drinking too «understand that one person’s alcohol use
much alcohol affects other people
* describe other negative consequences of » understand that alcohol use can get in the
alcohol use way of personal goals
«identify negative consequences that show why
a seventh grader should not use alcohol
Peer Pressure and «identify different kinds of peer pressure « describe how peer pressure to use alcohol
Alcohol Use has changed since sixth grade

« explain ways seventh graders are influenced
to use alcohol

«identify positive, assertive ways to resist offers
of alcohol

« practice saying “no” to alcohol

« discuss, compare, and assess ways to
effectively resist pressures to use alcohol

Evaluating Alcohol
Advertisements

«identify the false messages in alcohol
advertising

«identify the false alcohol messages on TV
and in movies

« describe how alcohol advertising influences a
person’s thinking

« evaluate alcohol advertising messages

« define the word “media”

e review methods the alcohol industry
uses to attract drinkers

«identify false messages in alcohol advertising

«interpret different types of alcohol
advertisements and promotions

Finding Positive
Alternatives to Alcohol

«identify many beverages that do not
contain alcohol

« describe ways to have fun without alcohol

* define the word “alternative”

«identify positive alternatives to using alcohol

« practice finding positive alternatives to alcohol
use

« develop advertising tactics for promoting
healthy alternatives

Setting Personal Goals
for NOT Using Alcohol

«identify reasons why they personally don’t
want to use alcohol

« establish short-term goals for staying
alcohol free

Role of Parents,
Guardians, and the
Community in Preventing
Teen Alcohol Use

« discuss alcohol use with their parents/
guardians

« discuss their family’s expectations about
alcohol use

« describe an adult’s perspective on the
negative consequences of alcohol use

Duplicating this material for personal or group use is permissible.
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Project Northland Scope and Sequence

TOPIC POWER LINES (8th Grade) CLASS ACTION (9-12th Grade)
Students will demonstrate the ability to:
Facts about Alcohol e review alternatives to underage drinking * describe laws and policies that regulate
«review consequences of underage drinking underage alcohol use
« describe laws and policies that hold
individuals within a community responsible
for underage alcohol use
» know basic facts about alcohol and its effect
on the human body
«know that teen alcohol use is an extremely
risky choice
Reasons for * examine community influences on teen » weigh reasons to use against potential for
Alcohol Use alcohol use harm
Consequences of * review negative consequences that show «identify how a teen’s alcohol use can affect
Alcohol Use why an eighth grader should not use alcohol his or her family, friends, and others in the
 review consequences of underage drinking community
» examine and discuss influences, consequences, * identify personal consequences (physical,
and responsibilities related to underage emotional, social) of teen alcohol use
drinking «identify the legal consequences of teen
«identify individual and community conse- alcohol use
quences of teen alcohol use * describe how alcohol affects a person’s driving
ability, a developing fetus, dating relationships,
and tendencies toward violence
Peer Pressure and e review refusal skills e realize the personal responsibility teens
Alcohol Use have to stay sober
« accurately weigh the pressure to use versus
the potential harm from using alcohol
Evaluating Alcohol e review ways that advertisers try to influence
Advertisements teen alcohol use

Finding Positive
Alternatives to Alcohol

ereview alternatives to underage drinking

«identify ways that eighth graders can
positively influence their community’s under-
age drinking issues

«identify positive alternatives to alcohol use

«identify alternatives that a community could
choose to prevent teen alcohol use

Setting Personal Goals
for NOT Using Alcohol

e review the goals they set for themselves
last year
« set goals to remain alcohol free

e realize the personal responsibility every teen
has to stay sober
« choose to refuse alcohol

Role of Parents,
Guardians, and the
Community in
Preventing Teen
Alcohol Use

« define “community” and “influence”

* examine community influences on teen
alcohol use

* examine ways that teens influence their
community

» examine different perspectives on underage
drinking

« outline, propose, and select community
strategies to prevent teen alcohol use

« examine alcohol-related laws, policies, resources,
and influences in their own community

«identify how teen alcohol use affects others
in the community

«identify teen alcohol use as a community-
wide problem

« describe laws and policies that have been
developed to prevent teens from using
alcohol

For a printable version of this chart, see the CD-ROM. Also, see the CD-ROM for m
detailed session descriptions with preparation needed for each curriculum.

16
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Meeting National Academic Standards with Project Northland

Using Project Northland will help you meet these national academic standards,

reprinted here with permission:*

Health Education
Students will

¢ understand how various messages from the media, peers, and other

sources impact health practices
¢ know influences that promote alcohol, tobacco, and other drug use
e know strategies for resisting negative peer pressure

* know ways to recognize, avoid, and respond to negative social influences
and pressure to use alcohol, tobacco, and other drugs

e know strategies to manage stress and difficult feelings

e know appropriate ways to build and maintain positive relationships with

peers, parents, and other adults

¢ know safety rules and practices to be used in home, school, and community
settings

¢ know changes that occur during puberty

e know the short- and long-term consequences of the use of alcohol, tobacco,

and other drugs

¢ know community resources that are available to assist people with alcohol,

tobacco, and other drug problems

English/Language Arts
WRITING
Students will
e use general skills and strategies of the writing process
e gather and use information for research purposes
e use a variety of resource materials to gather information for research topics

e organize information and ideas from multiple sources in systematic ways

Content Knowledge: A Compendium of Standards and Benchmarks for K-12 Education is the
copyrighted work of McREL, http:/www.mcrel.org/standards-benchmarks, 303-337-0990.

Duplicating this material for curriculum planning is permissible.
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READING
Students will

e establish and adjust purposes for reading

e reflect on what has been learned after reading and formulate ideas,

opinions, and personal responses to text

e use reading skills and strategies to understand and interpret a variety

of informational texts
¢ use new information to adjust and extend personal knowledge base

e draw conclusions and make inferences based on explicit and implicit

information in texts

LISTENING AND SPEAKING
Students will

e contribute to group discussions

e play a variety of roles in group discussions

¢ ask questions to seek elaboration and clarification of ideas
e use strategies to enhance listening comprehension

e listen to and understand persuasive messages

¢ understand elements of persuasion

e respond to questions and comments

VIEWING AND MEDIA
Students will

e use viewing skills and strategies to understand and interpret visual media
e understand basic elements of advertising in visual media

e understand how symbols, images, sound, and other conventions are used

in visual media

e know that people with special interests and expectations are the target

audience for particular messages or products in visual media

Content Knowledge: A Compendium of Standards and Benchmarks for K-12 Education is the
copyrighted work of McREL, http:/www.mcrel.org/standards-benchmarks, 303-337-0990.

Duplicating this material for curriculum planning is permissible.
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e understand techniques used in visual media to influence or appeal to a

particular audience

e know that a variety of people are involved in creating media messages and

products
e understand the different purposes of various media
e understand ways in which image makers carefully construct meaning

¢ understand influences on the construction of media messages and images

Civics
Students will

¢ know ways people can influence the decisions and actions of their

government

¢ know individuals or groups who monitor and influence the decisions and

actions of local, state, tribal, and national governments

Life Skills

THINKING AND REASONING
Students will

e use facts from books, articles, and databases to support an argument

e make basic distinctions between information that is based on fact and

information that is based on opinion
e know how personal health can be influenced by society
e analyze problems that have confronted people in the past

e generate alternative courses of action and compare the possible conse-

quences of alternatives
e select the most appropriate strategy or alternative for solving a problem

e identify situations in the community and in one’s personal life in which a

decision is required

Content Knowledge: A Compendium of Standards and Benchmarks for K-12 Education is the
copyrighted work of McREL, http:/www.mcrel.org/standards-benchmarks, 303-337-0990.
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¢ secure factual information needed to evaluate alternatives and use it to

predict the consequences of selecting each alternative

e take action to implement a decision, monitor progress, and adjust when

needed

WORKING WITH OTHERS

Students will

e contribute to the overall efforts of a group
e display effective interpersonal communication skills

e demonstrate leadership skills

SELF-REGULATION

Students will

¢ set and manage goals
e consider risks
e demonstrate perseverance

e restrain impulsivity

n For a printable version of this list, see the CD-ROM.
&

Content Knowledge: A Compendium of Standards and Benchmarks for K-12 Education is the
copyrighted work of McREL, http:/www.mcrel.org/standards-benchmarks, 303-337-0990.
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Responsibilities of the Project Northland Coordinator

A great program coordinator is often the key to successful Project Northland
implementation. One may share this role with another person, especially if time
is limited. There are many people—teachers, school administrators, parents
and guardians, local business owners, health care providers, safety officers, and
the students themselves—who share a stake in the success of this program, so

let others share in the work and the responsibility, too.

pp» What You Will Learn in Chapter 2:
e What is the benefit of having a Project Northland coordinator?
e What are important qualities in a Project Northland coordinator?
e What does a Project Northland coordinator do?

e What should a Project Northland coordinator learn before
implementation?

What Is the Benefit of Having a

Project Northland Coordinator?
Not every Project Northland implementation site has a full-time coordinator.
A group of people may share coordination responsibilities as a team. Part-time
coordinators may help implement Project Northland as part of another position.
There may be a coordinator who supports several sites, with a Project Northland

liaison at each site. All of these models may be successful.

There are, however, tremendous benefits to having a full-time Project
Northland coordinator on site to manage the entire project as his or her primary
responsibility, without other teaching or administrative responsibilities. This
person is fully dedicated to the program’s success. This kind of program coordi-
nator can more clearly see the big picture and fit all its pieces together to make

a complete whole.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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i PROFESSIONAL
Il HIGHLIGHT

“Our Safe and Drug-Free
Schools coordinators are
our Project Northland
coordinators. Most are
county public health.
There’s one family center
and one school district.
One county attorney
general’s office is
involved, too.”

CHEMICAL HEALTH DIVISION
PLANNER, STATE DEPARTMENT OF
HUMAN SERVICES (MINNESOTA)

22

Coordinators often train Peer Leaders, freeing other staff
from that responsibility. They organize Poster Fairs, prepare
materials, and build networks of resources. Coordinating schedules
and ensuring adequate communication between teachers, with
parents and guardians, and with media and the community all

are among the tasks performed best by a coordinator.

You may select a school counselor, school administrator,
prevention specialist, teacher, member of the nonteaching staff,
or parent/guardian volunteer to be your Project Northland
coordinator. Depending upon the number of students or schools

involved, this could also be a full-time paid position.

What Are Important Qualities
in a Project Northland Coordinator?

It is important that the Project Northland coordinator
¢ has good leadership and communication skills
e has the support of the school and district administration
* is organized
e is a good communicator
¢ is a good facilitator
¢ has good listening skills

¢ is able to work well with school administrators, staff,
faculty, and parents and guardians, and is someone school

personnel respect
¢ is able to work well with diverse groups and coalitions

¢ is permitted by the administration to devote adequate time

to program coordination
» feels passionate about the issue of alcohol-use prevention

¢ is familiar with Project Northland and is an advocate of the

program

¢ is available to attend Project Northland training and to
facilitate the training of other staff

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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It is also helpful for the Project Northland coordinator to
¢ have a basic understanding of community change processes

¢ have effective management experience

' PROGRAM TIP

What Additional Training Might Be Useful to a Project Northland Coordinator?
Particularly for coordinators who are school-based personnel, community organizer
training may be useful. During the authors’ work, community organizers received
training in six key areas: one-on-one interviews, community mobilizing, building a
campaign around youth access initiatives, action team building, thinking strategically
and politically, and policies and ordinances. A significant part of the training helped
organizers develop the skill to conduct one-on-one interviews as a means of engaging
the community.

What Does a Project Northland Coordinator Do?

Project Northland coordinators assume a variety of roles:

B The Curriculum Expert: The coordinator’s most important
role is as the community’s expert on Project Northland. Here
are some ways to perform this task before, during, and after

implementation:

Before the project starts:
e View the DVD program overview. E
Farad|
. &)
* Read this manual thoroughly.

e Familiarize yourself with the resources available on
the CD-ROM.

* Read each curriculum: Slick Tracy, Amazing Alternatives,
Power Lines, and Class Action.

e Page through the Slick Tracy comic books.

During Project Northland implementation:
e Help prepare materials for classroom use.
e Keep in touch with those teaching the curricula.
¢ Attend—and probably coordinate—poster nights and events.

e Observe lessons in the classroom.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher. 23
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After curriculum implementation:

e Talk with students and teachers about their experiences,

learning, and suggestions for program improvement.
e Collect their questions and follow up with answers.
e Review any evaluations and correspondence.

¢ Request any items needed from Hazelden.

B Go-To Person: You will be the best person to problem-solve
and answer questions for people working directly with students.
Build connections with others who have more experience using
Project Northland—including teachers, coordinators, and

trainers—so you can call on them for help as needed.

B Fellow Learner: Position yourself as one learner within a
community of learners. It is important to remember that you
do not need to know all the answers before you begin. It would
be quite an accomplishment even to know all the questions!
You will continue to learn throughout the process from many

people and milestones you will encounter.

It may help to recognize your own personal and professional
strengths, such as an understanding of curriculum or an ability
to motivate others. When you are aware of what you bring to
the community, you are better able to offer it. Similarly, when
you recognize the strengths of others, such as relating to their
students or knowing the needs of a particular age group, you

are more receptive to learning from them.

B Program Promoter and Publicity Manager: Spread the word
about Project Northland in meetings, by phone, by e-mail, and
by other available means. Seize and create opportunities to
connect with teachers, administrators, parent and teacher
organizations, counselors, school boards, and others. Establish
contact with local newspapers and other media to spread the

word about the new curriculum and its benefits and events in
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PROGRAM TIP

What Are Project Northland’s Curricula?
The best preparation for coordinating Project Northland is reading the curriculum itself, taking time to study
the introductory pieces and to get a good sense of the activities for each grade level. There are three middle
school curricula and a high school program, described on pages 7-9 in chapter 1. The table below summarizes
key features of each curriculum:

Curriculum focus

SLICK TRACY

Families
communicating

a no-use message
about alcohol use

AMAZING
ALTERNATIVES

Peers and social
norms

POWER LINES

Community
influences and
social norms

CLASS ACTION

Legal consequences
of harm done by
underage alcohol
use

Designed for Sixth grade Seventh grade Eighth grade Tenth or eleventh
grade

Local needs analysis | Fifth or sixth Seventh grade only | Eighth grade only Twelfth grade

may indicate grade (Note: One case may

appropriate use with be used as a model
with ninth graders in
a whole class setting
to prepare them for
group work later in
high school.)

Program highlights * Activity/ * Audio drama * Franklin commun- | Student teams

comic books
* Peer Leaders

* Peer Leaders

ity meeting
* Community

receive evidence
and prepare to

« Poster Fair research projects prosecute
Special event/s Poster Fair Amazing Alternatives | Project presentations| Mock trials
Fun Night/s
are recommended
Peer Leaders Nominated and Nominated and Shared leadership Shared leadership

trained

trained

Notes

Send all four
weekly comic books
home with each
student. Be sure
to leave at least a
week between each.

Students may
participate in
Alternatives group.

This is the recom-
mended grade level
to lead a Student
Alternatives group
for planning and
organizing alcohol-
free social events.

Students interview
community mem-
bers.

Students may
participate in
Alternatives
group.

Use as a booster
at least once
during the high
school years.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.
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your community. Detailed ideas and suggestions regarding
promotion and related communications are in chapter 9 and

the accompanying CD-ROM materials.

Funding Coordinator: As the Project Northland administrator
in your community, you may apply for grants and other financial
support for the program. Funding information and resources

are in chapter 4 and the accompanying CD-ROM materials.

Training Coordinator: You will want to make sure that all
the necessary training takes place. Information and resources
for this are in chapters 5 and 6 and the accompanying CD-ROM
materials. Consider your own learning curve when you plan
for staff training. Peer Leader training is also essential, and it

is recommended that you train these students yourself.

Implementation Coordinator: You will orchestrate how
Project Northland is rolled out in your community. You will
make everything come together so that the program is used
well. Information and resources to help are in chapter 5 and

the accompanying CD-ROM materials.

Program Evaluator: Coordinate evaluation of your community’s
Project Northland program. You may perform the evaluation
work yourself, or you may hire an outside evaluator who can
provide the objectivity and expertise that funders may require.
The evaluation process will allow your community to learn from
experience. It will be an important step to continuous improve-
ment. Information and resources for this role are in chapter

10 and the accompanying CD-ROM materials.

Cheerleader and Guardian Angel: You are the community’s
Project Northland representative. Help encourage, trouble-
shoot, hand-hold, model, train, organize the Poster Fair and

other events, and celebrate the program and those involved.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.



Responsibilities of the Project Northland Coordinator M

Related information and resources are in chapter 6 and the

accompanying CD-ROM materials.

B Community Mobilizer: Kick-starting communitywide efforts
to change youth alcohol-use behaviors will greatly benefit your
implementation. Connect groups of people with each other.
Bring families and community groups together to work toward

common goals. Information and resources for community net-

working and coalition building are in chapter 8 and the accom-

panying CD-ROM materials.

Is the Project Northland Coordinator
Expected to Do Everything?

There is no need for a program coordinator to do this work alone.
You will want to connect with others, such as school counselors,
community members, or interested teachers, to gather support
for your work. An important goal of Project Northland is to bring
communities together to improve the lives of all residents. The

program may be taught in schools, but it belongs to everyone.

Many people have an important stake in the success of your
program. Schools, community leaders, businesses, parents, and
young people themselves all stand to gain. Successful implemen-
tation depends upon a concerted effort made by many people.
Enlisting others’ help and delegating responsibilities will help
make sure that everyone remembers to do their part. It will also

make your job, and the overall implementation, more successful.

It helps to develop champions within school sites. Such
champions can support and promote the program among their
peers and help divvy up some of the responsibilities. They can

help train and inspire others.

What If Teachers Are Not Eager to Participate?

Experience has shown that once teachers are trained, they are

excited to teach these curricula. Be sure to inform them of training

requirements well in advance, to build appropriate expectations
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“At first, the teachers
all say, We're already
teaching that. We have
[a different program].
Once they get to know
Project Northland and
how well done it is,
they get on board.”

CHEMICAL HEALTH DIVISION
PLANNER, STATE DEPARTMENT OF
HUMAN SERVICES (MINNESOTA)
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and enthusiasm. Help teachers realize what Project Northland
offers to them. No one wants to educate and assist students
more than their teachers do. When they understand that reducing
and preventing alcohol use improves both learning and atten-
dance, and when they realize that Project Northland really works,

teachers will be more willing to devote precious time to it.

What If the Project Northland Coordinator Is Not
a School Staff Person?

It is not necessary for the Project Northland coordinator to

be employed by a school district or trained as a teacher. While
some coordinators are school staff, many are based at prevention
resource centers, educational service centers, county health
departments, and community coalitions. Whoever you are,
whether you have been chosen for this position or volunteered

for it, this manual has been written to help you to succeed.

What Resources Are Available for Support?

There are extensive resources in this manual, on the accom-
panying CD-ROM, and on the DVD. The CD-ROM also offers
several lists of additional resources. You will also want to identify
supporters within your community. To ensure fidelity of imple-
mentation, Hazelden recommends professional training and
offers several training options. See chapter 4 for funding ideas
that can help pay for training and materials and chapter 5 for

more information about Project Northland training.

What Else Do I Need to Determine Before Getting Started?

It will be useful to know your budget and timeline for imple-
menting the program. It will also help if you know how many
students and educators will be included, so you can figure out
how many sets of program materials to order. On the CD-ROM,
there are resources that can help you organize and plan, including

an implementation worksheet and sample logic models.
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Responsibilities of the Project Northland Coordinator M

Summary

Project Northland coordinators wear many hats. Your program
can run without a full-time, dedicated coordinator, but you can
expect it to be easier, more effective, and more sustainable if one
person is dedicated to developing the expertise to fully oversee
these responsibilities. Familiarizing yourself with the program,
building community connections, and identifying your champions

will benefit your work.
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Bringing Project Northland to Your Community

Every community is unique. This chapter will help you identify the defining
characteristics, challenges, and strengths of your community and help you
build a successful Project Northland program based upon your community’s
strengths. At the earliest stages of implementation, you can begin creating a
sustainable infrastructure by gaining the support of school and district leader-
ship, building community interest, and incorporating community readiness
strategies from this chapter.

»p What You Will Learn in Chapter 3:
e How do communities begin Project Northland implementation?
e What are the defining characteristics of my community?

e Why is Project Northland’s environmental approach better than a
standard curriculum?

e What is the importance of Project Northland’s fidelity guidelines?
e What are the challenges of implementing Project Northland?

e Why is community readiness important?

How Do Communities Begin Project Northland Implementation?

The organizations that bring Project Northland to different communities vary.
In some cases, regional prevention centers or education service centers may do
the work of researching and selecting the program, as well as of securing funds.
In others, school districts may handle these responsibilities internally. Community
coalitions have been strong advocates leading Project Northland implementa-
tions, and some juvenile justice systems lead implementation in their areas.
Although program delivery is in schools, program coordination and support may
come from any of these sources, or others. As public awareness and concern about
underage drinking and other youth issues increase, many other types of organ-

izations may become involved.
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“University of Rhode
Island researchers com-
pared Project Northland
with two other alcohol-
use prevention programs.
In their conclusions,
they state: ‘If the goal is
decreasing initiation of
use (any experimentation
with alcohol), Project
Northland is a more
promising choice, espe-
cially for nonwhite and
lower S.E.S. students.”

COMMUNITY RESEARCH AND
SERVICES TEAM AT THE
UNIVERSITY OF RHODE ISLAND
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Community Anti-Drug
Coalitions of America
(CADCA) sponsors “Got
Outcomes!” a competitive
awards program designed
to acknowledge coalitions
that implement evidence-
based multiple strategies
to achieve a community-
wide outcome. Award
recipients include Project
Northland implementers
in eastern Kentucky and
in Vermont.
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Has Project Northland Been Used
in Diverse Communities?

Project Northland has been used effectively all over the United
States and in several other countries. The communities using it
have been urban, suburban, and rural, with populations both
diverse and fairly homogeneous. The communities have been at
all points along the economic spectrum. Some have had teachers
deliver the curricula. Others have employed health educators,
program coordinators, and others in this capacity. Project

Northland has succeeded in this wide variety of settings.

You can implement Project Northland successfully in your

community, too. To begin:

e Identify the key characteristics of your community and
determine how you can meet community-specific challenges

by drawing on the community’s strengths.

¢ Understand the key parts of the program that must be
implemented as written, and know which parts you may

adapt.

Building cultural competence into implementation enhances
the success of any program. This involves considering the range
of cultural influences that interact in your community and how
best to include these in your program. Culturally competent
organizations and programs are more current, more effective,
more inclusive, and more sustainable. The Nebraska Partners in
Prevention Web site (http:/www.nebraskaprevention.gov/CCEP
.htm) provides guidelines for prevention efforts. Information
about these, and other resources to help build cultural compe-
tency, may be found on the CD-ROM.

What Are the Defining Characteristics
of My Community?

These are defining characteristics to consider:
e community size and type (rural, urban, or suburban)

e diversity and culture, including language, ethnicity,
and religion
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e constituents and resources, including leaders, businesses,
schools, law enforcement, coalitions, youth-serving organiza-
tions, health professionals, government, special populations,

and more

o strengths—Which resources will form your strongest initial

base of support?

e challenges—Which resources will you want to develop over
time?
e perceptions—Is alcohol use by youth perceived as a primary

problem?

e readiness—Is there an openness and a readiness to make

prevention of underage drinking a priority of the community?

You probably possess most or all of this information without
doing any research. Pieces you may not know can be learned fairly
easily. Still, it is useful to document and organize the facts. Then
the information will be handy for you to use throughout Project
Northland implementation. This is especially handy when writing

grant applications and working on community mobilization.

Ideas about how coalitions can help with community assess-
ment and capacity building are in chapter 8. Communities That
Care (CTC) and Community Anti-Drug Coalitions of America
(CADCA) provide additional community assessment resources,
and their contact information is on the CD-ROM. A Community
Assessment Worksheet is also available on the CD-ROM. If you
choose to use this resource, be sure to add your own notes, ques-
tions, and ideas. If you work with more than one community, you

may use a separate copy of this worksheet to assess each one.

Parts of the Community Assessment Worksheet include
space for you to summarize your findings in a sentence or two.
Writing these as you work through the checklist, you will prepare
material for several paragraphs describing your community
demographically, geographically, and in terms of potential
challenges and strengths. Remember to revisit this document

periodically as you continue to gather information. Having a
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clear, complete, and current description of your community will
help you apply for funding and plan for a strong, well-organized

communitywide implementation of Project Northland.

' PROGRAM TIP

Does Your Community Have an Existing Coalition?

You can contact Community Anti-Drug Coalitions of America (CADCA) to find out.
Also, you can request free resources from CADCA, like the Environmental Prevention
Strategies booklet and the Primer series. Primer topics include community assessment,
planning, capacity building, cultural competence, implementation, evaluation, and
sustainability. CADCA also offers online resources and e-mail updates.

Why Is Project Northland's Environmental Approach
Better Than a Standard Curriculum?

Addressing the multiple domains of family, peers, school, com-
munity, and society, Project Northland was one of the first of
what are now commonly called “environmental” prevention pro-
grams. Environmental prevention aims to make the community
environment less conducive to alcohol use. Based on the public
health model, the environmental approach recognizes and works
with key aspects of community that can make it either easier
and more acceptable, or harder and less acceptable, for teens to

obtain and drink alcohol.
It addresses policies and practices like the following:
e minimum drinking age laws
e zero tolerance, DUI, and DWI laws
e consistent enforcement of existing laws
e restrictions upon location of liquor stores and bars
e registration requirements for kegs
e compliance checks regarding age-of-purchase laws
e accountability for adults who provide alcohol to minors
e restrictions upon alcohol available at community events
e promotion of alcohol-free events

e Responsible Beverage Service training
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e restrictions on promotion of community events by alcohol companies

e community education
e media advocacy
e workplace programs

e increasing taxes on alcohol

e requiring license fees of alcohol providers

e mobilizing communities to support youth development

'II PROFESSIONAL HIGHLIGHT

CASE EXAMPLE 1

Two Coalitions—One Experienced and One Novice—
Drive Neighboring Implementations

In northwestern Oregon, two rural towns began
implementing Project Northland in 1999. In one, a
strong coalition had existed for several years. It
was this coalition that had selected Project Northland
for their middle school. In the other town, Project
Northland adoption was the first strategy selected
to address higher-than-average underage alcohol use.

Working with the county prevention program,
the coalitions applied a three-phase model in each
community. Year 1, the coalition’s prevention special-
ist delivered Project Northland to sixth-grade class-
rooms while the teachers observed. Year 2, the
prevention specialist and sixth-grade classroom
teachers collaborated, often as a tag team, to carry out
Peer Leader training, classroom delivery, and student
support. Year 3, the prevention specialist had a mini-
mal role providing support for the classroom teacher.
This model was introduced for seventh grade during
year 2 and for eighth grade during year 3.

The community with the older coalition was
quick out of the gate and adopted an aggressive
implementation model introducing both sixth- and
seventh-grade curricula in year 1. However, their
efforts were challenged when school staff demonstrated
difficulty accepting the program. While the coalition
had a long history in the community, members of the
school staff were unfamiliar with it and felt that their
own input was not valued. Members of the coalition
believed they knew what was best based on data and
research, whereas school staff thought they knew

what was best because they knew the students. The
conflict could be traced back to rushing implementa-
tion and neglecting to create buy-in by taking the time
needed to develop and nurture relationships with
important stakeholders—the classroom teachers—
before and throughout implementation.

In the community that started a new coalition
when they adopted Project Northland, all parties
went through the learning process together.
Community leaders, educators, parents, and youth
were all involved, and all were gathering information
at the same time. As a result, there were fewer turf
issues, and the program was sustained by the school
without county funding at the end of the grant term.
When this coalition evolved and redefined its efforts,
Project Northland had laid a foundation for larger
K-12 prevention efforts.

Both programs—the one with a preexisting coali-
tion and the one that built its coalition alongside
Project Northland adoption—have been successful
and sustainable. The experienced coalition imple-
mented Project Northland more quickly and surely,
but it ran into difficulties because its leadership by
well-intentioned and highly driven members was
initially positioned in a way that created conflict with
highly committed teachers who had clear ideas and
substantial experience with students and curricula.
The newer coalition seemed to experience a more
harmonious process because everyone came at the
project on equal ground.
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Because much human behavior
is socially determined, environmental
prevention is thought to be more suc-
cessful than prevention that merely
educates the individual. For this
reason, community involvement can
greatly enhance the outcomes of your

Project Northland program.

More information and ideas about
community involvement and coalition

building may be found in chapter 8.

What Is the Importance
of Project Northland’s
Fidelity Guidelines?
Project Northland is an evidence-
based program, built upon years of
research about what makes alcohol
prevention effective. In order to use
the program effectively and achieve
significant outcomes, it is important
to implement the program with
fidelity. This means the program
should be implemented by your
community in a way that is as close
as possible to it’s implementation
during the authors’ study. There are
key aspects of the original program
that must be maintained in order to
achieve the desired results. These
include but are not limited to parent
and community involvement, peer
leadership, and implementation of
the complete curricula, including
Time Capsules and the Slick Tracy

Poster Fair.

ITI PROFESSIONAL HIGHLIGHT

CASE EXAMPLE 2

Fidelity of Implementation
Serves ROE’s Wide-Ranging Schools
for More Than a Decade

One midwestern regional office of education (ROE)
implements Project Northland in two counties with
thirty-nine schools across a large geographic area.
The student composition of the area’s schools ranges
ethnically from nearly all black to nearly all white, with
a sizable Spanish-speaking Latino population at several
schools. Due to the level of student mobility between the
area’s schools, district leadership wanted a consistent
health education program.

Project Northland was selected to address underage
alcohol use because—while the same effective lessons
would be delivered across the counties—each curriculum
includes school, family, and community outreach activi-
ties that could be customized at the local level to best
meet each community’s needs and utilize its resources.
Implementation leaders found that only the most
minimal adaptations were needed to meet the needs of
the region’s students and their families. For example,
Spanish-speaking students present their Slick Tracy
Poster Fair projects in Spanish to Spanish-speaking
adults.

This region has been able to boast excellent
outcomes based on more than ten years of local data
collection. According to the program director, a greater
nondrinking norm exists among participating students
than the national average—63.4 percent for program
participants, 52.5 percent for local counterparts, and
58.2 percent for the peer group nationally. Locally,
Project Northland participants are 26 percent more likely
to have friends who never use alcohol and 31 percent
more likely to have friends who disapprove of drinking.
Participants are 19 percent more likely to indicate that
their parents talked to them often or a lot about prob-
lems related to alcohol use. Also, participating students
are 18 percent to 25 percent less likely than their local
counterparts to have smoked cigarettes in the past year
or on a monthly basis. These successes are not merely
equaled by students of color; the data for these students
surpass the county population as a whole.
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That said, each community is unique, and tailoring the
program to meet local needs is encouraged. For instance, it is
fine to incorporate volunteer “judges” for the Slick Tracy Poster
Fair. It is fine to read the Amazing Alternatives scripts aloud
rather than listen to the recordings. Program materials may be
read aloud as needed for low-proficiency readers. You may add
program components, adjust the timing of lesson delivery, and
change names and locations in the stories to have them better
correspond to your community. Special family and community

events should reflect local flavors and interests.

The following list explains which components are essential
in order to achieve the excellent results that Project Northland
implementation has brought in other communities. Replication
studies show that—even in communities quite different from
those where the program was piloted—faithful program imple-
mentation yields strong results. These elements of the program

are essential to ensure fidelity and success:

m All three middle school grade levels should be taught to all
the students. Students need to hear a consistent prevention
message over several years to achieve positive outcomes. Slick
Tracy, Amazing Alternatives, and Power Lines are sequential.
Each builds to the next and presents key concepts in develop-

mentally appropriate ways, and all three are important.

B Focus on ALCOHOL prevention while teaching Project
Northland. Do not modify activities to focus on other drugs,
as this may affect outcomes. However, talking about other drugs
during class is natural and encouraged. Project Northland has
been shown to effectively prevent other drug use, but its intent
is to prevent alcohol use. Alcohol is the drug most widely used
by teens, and it is often a “gateway” to other drug use, so
focusing efforts to reduce underage alcohol use has multiple
benefits.

B Teach all of the lessons in each curriculum.
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analyses to assess the effec-
tiveness of each program
component indicated that
the home-based pieces were
associated with reduced
alcohol, marijuana, and
tobacco use.!
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“I had five teachers
with no experience
teaching the program
and they all liked it.
They liked it, and
they were successful.”

ADMINISTRATOR
(ALABAMA)

3a
105
Complete fidelity

guidelines are included

on the CD-ROM.
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Peer Leaders, not adults, must deliver all activities specified
as peer led. Prevention research shows that peers serve as
more effective sources of socially based information and key role
models for positive social behaviors. It is important to train

Peer Leaders effectively.
Students, not adults, must choose the Peer Leaders.

Send home the Slick Tracy comic books and all other family
materials, including letters and flyers, for each curriculum.
Prevention research shows that parent or guardian involve-
ment promotes and sustains positive behavior in young

people. Family participation and communication are essential.

Connect as many students as possible with adults for Home
Team participation. The expectation is for each student to
complete the Home Team activities outside of school with a

caring and supportive adult.

Integrate Project Northland with communitywide efforts

to prevent underage alcohol use. During the original study,
Project Northland was implemented in communities with
adult coalitions and youth groups that had made alcohol-use
prevention a priority. While the curricula do explore community
issues, prevention efforts on the community level are neces-

sary to change environmental risk factors.

Teacher training is necessary. The success of the program
is directly related to how faithfully it is implemented in the

classroom. Training enhances fidelity.

If coalitions are involved, it is necessary to train the coali-
tion members, too. With the focus on changing community
norms and policies regarding youth access to alcohol, members
of existing coalitions need to be trained and brought in to

support Project Northland.
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What Are the Challenges of Implementing

Project Northland?

e It is important to gain the support of key leaders, especially
school district leaders and building administrators. These

people can facilitate your efforts in many ways.

¢ It is essential to establish that teachers who will deliver

the curricula value the program. Leadership can help pave

it PROFESSIONAL
Il HIGHLIGHT

“We used [a different

program] before.
the results that they

it dry and stale.”

Teachers weren’t getting

wanted, and they found

SAFE AND DRUG-FREE SCHOOLS

PROGRAM COORDINATOR
(NORTH CAROLINA)

the way, but you must ensure that you have teacher buy-in.

PROFESSIONAL HIGHLIGHT

=

CASE EXAMPLE 3

Fidelity Improvements and Fun Incentives Strengthen Outcomes

In the Midwest, a well-funded suburban school
district of about 10,000 students began implementing
Project Northland. Unfortunately, the program did
not start with good buy-in from teachers, and teachers
generally did not implement the curricula with
fidelity. After two years, the school district restarted
implementation, requiring improved fidelity and
greater support for all three middle school grades.

This time, teachers reported good parent parti-
cipation at the sixth-grade level. Slick Tracy Poster
Fair participation was boosted with a competition
awarding a pizza party to the class with the highest
level of parent attendance. Also, students’ posters
were displayed in the community after the Poster
Fair. Amazing Alternatives and Power Lines were both
implemented with rigorous attention to program
guidelines. Teachers and community members were
impressed with the high quality of students’ commu-
nity projects. Students reported that they learned a
lot and were proud of their work.

Every three years, the school district surveys stu-
dents for risk behaviors and attitudes. Three years
after implementing the program improvements, sixth
and ninth graders reported significantly less alcohol
use. Seventy-nine percent of ninth-grade males and
70 percent of ninth-grade females reported no alcohol
use over the last twelve months, as opposed to only 66

percent and 59 percent three years earlier. During the
last thirty days, 89 percent of males and 81 percent of
females reported no use, compared to 78 percent and
75 percent before. Also, 90 percent of students who
had completed Project Northland demonstrated an
understanding that binge drinking puts people at risk
of serious harm.

The school district’s survey data indicate that
students’ increased awareness of the risks of alcohol
use, and their decreased use of it, are tied to Project
Northland’s use in schools. Eighty-five percent of
sixth graders and 71 percent of ninth graders reported
that they received most of their information about
alcohol and drugs from teachers and counselors in
school.

This school district’s story illustrates several
points:

* Project Northland is most successful in
achieving strong outcomes when the program
is implemented with fidelity.

* Participation and parent engagement can be
increased with simple, low-cost adjustments,
such as adding the pizza competition.

e Community awareness and support can be
gained at minimal cost by displaying posters
and sharing projects in the larger community.
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e If you do not have a staff person dedicated to coordinating
Project Northland, implementation will be more challenging.
Chapter 2 discusses the role of a program coordinator and

the benefits of having one.

e Funding will be needed for materials, training, and support.

See chapter 4 for funding tips and ideas.

e The community’s level of readiness, discussed below, will

impact the effectiveness of implementation.

® The community may not perceive an underage drinking
problem. The needs analysis process discussed in chapter 4
can help you clarify this issue and identify key data that will

help others understand the local issue.

e If the community has already tried a different alcohol-use
prevention program that is not as effective or engaging as
Project Northland, people may be skeptical until they learn
about the significant benefits unique to Project Northland.

Why Is Community Readiness Important?

A community that is invested in preventing underage drinking
and ready to embrace Project Northland’s effective environmental
approach will help your program succeed. Community readiness
is an important ingredient for the success of any prevention pro-
gram. You know your community is ready for Project Northland

when the following occur:
® School and district leadership make a commitment.

¢ A base of community interest, support, and/or awareness

exists around the need for alcohol prevention.

® The majority of administrators and educators value alcohol

prevention.

e Funding is available for materials, training, and ongoing

support.

* You have a few champions at key sites who believe in the

program and will support its use.
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¢ You have a commitment from the implementation sites, the

community, and funders for long-term implementation.

* You have talked through the program with a certified Project
Northland trainer and/or attended training in order to clearly

understand the program.

If the community is ready, build upon the positive interest
that exists to create even more receptiveness and inclusiveness.
If your community does not seem ready to make alcohol-use

prevention a priority, you may be able to help with this.

What Can | Do to Help My Community
Become Ready?

You can raise the community’s level of readiness by alerting
community members to the facts about underage alcohol use,
including the risks it poses to the community. You can further
educate people about the corresponding benefits offered by
Project Northland’s effective alcohol-use prevention program.
Fact sheets directed to various stakeholders are included on the
CD-ROM. You may particularly want to educate school leadership,
parents or guardians, and community groups about how Project

Northland can help meet their needs.

These ideas are adapted from the Community Readiness
Model strategies developed and tested at Colorado State

University:?

¢ Inform people about the issue using both general informa-

tion and specific local incidents and statistics.

e Approach and engage local education and health outreach
programs, enlisting their help with flyers, posters, brochures,

or other publicity efforts.

e Send press releases to local newspapers and bulletins, com-
munity and school newsletters, and Web sites. Include both
general trends and specific local information. Highlight any

related incidents that have been in the news.
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¢ Present information at local events, perhaps at a booth
where people can go to get information, take an awareness

quiz, and so on.

¢ Conduct informal local surveys, either in person or by phone.

Assessing and developing community readiness will help you
sustain Project Northland over time to benefit thousands of
learners. The Community Assessment Worksheet on the CD-ROM
can help, and online resources offer more information to help guide
your community to readiness. A selection of these resources is

included on the CD-ROM that accompanies this manual.

' PROGRAM TIP

Interviewing as a Bridge to the Community

You may find one-on-one interviewing to be a useful technique both for building your
base of support and for getting to know community members. During the authors’
implementation, community organizers interviewed citizens who represented a broad
spectrum of the community—faith organizations, businesses, liquor merchants, medical
organizations, educational organizations, and so on—and who had an interest in the
prevention of adolescent alcohol use. These interviews were designed to build a broad
base, encourage recognition of the interviewees' interests, and identify the community’s
social, economic, and political power structures. You might consider organizing a
task force to help conduct similar interviews in your community.

Summary

It is important to lay groundwork for any new initiative. Project
Northland is designed as a communitywide program, so you
might lay more groundwork for this than for a classroom-only
program. Outcomes and sustainability make this effort well
spent. While working on community readiness before curriculum
implementation, consider how best to work with your unique

community and identify its key resources.
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Funding Your Program

Implementing Project Northland, like any significant school or community
initiative, requires funding to support staff, pay for training, and buy materials
and related supplies. This chapter will help you identify your funding needs
and identify strategies to meet those needs, including support from federal,
state, and local government agencies; foundations; local businesses; charities;

and philanthropic organizations.

p» What You Will Learn in Chapter 4:
e What funding will be needed?
e Where can funds be obtained?

e What is the best way to write a grant proposal?

What Funding Will Be Needed?

Minimally, you will need funds for program materials and training. Ideally,

you will acquire funds to support your efforts every step of the way—start-up,

implementation, evaluation, and continuous improvement to sustain the program.

Resources to help with budget planning are provided on the CD-ROM and in
this manual, and their use is explained in this chapter. When you plan program

funding, consider all of your budget needs:

m Staff: Will a program coordinator be paid? How much will this cost in total
salary and benefits? Will other program staff be paid, too?

B Materials: Work with a Hazelden representative to determine how many
sets of materials you will need. It is recommended for each teacher to
receive a copy of the curriculum he or she will use. In addition, it is a good
idea for each school’s principal and curriculum director to have a full set of

curricula, including this manual.
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“When I talk with
kids at the Poster Fair,
they express a lot of
enjoyment.”

COMMUNITY HEALTH
PARTNERSHIP
(MASSACHUSETTS)
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B Training: It is highly recommended that schools contract for

training to ensure fidelity of implementation. Hazelden repre-
sentatives are available to help determine an appropriate
training budget based on the size of the school or district and
the scope of community involvement. Trainer fees, travel,
lodging, and refreshments are usually part of the training
budget. You might also consider space rental. You may have a
trainer come to your community, or you can send staff members

to an open-enrollment training at Hazelden.

Be sure to include any related staff costs in your training
budget. If you can, schedule Project Northland training on a
regular staff development day to avoid extra expenses. Other-
wise, be sure to include funds to compensate teachers for their
additional time, or include funds to pay reserve teachers to
release teaching staff from their regular duties for training
during the school day. Contact a Hazelden representative

about budget questions.

Special Events: Slick Tracy has an evening Poster Fair, and
it is recommended that implementation includes alcohol-free
social alternatives for teens. You may also want to host a
Community Launch Party, as described in chapter 5, to build
enthusiasm and attract parents and guardians, educators, and
community leaders. There are opportunities to create events
around the Power Lines projects and Class Action’s mock trials,
too. Local businesses, including grocery stores and bakeries,
may contribute refreshments for such events. If not, you will
want to budget for this.

Incentives: Incentives encourage participation. It is expected
that incentives will be given to students who complete their
Home Team assignments during Slick Tracy, and incentives
may be used to motivate older students and adult participants,
too. Will local businesses donate items that you can use? Will

you purchase some with grant funds?

Do you plan to offer incentives for teachers who complete

additional paperwork involved (such as signing off on the
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Project Northland Scope and Sequence document, completing
evaluation components and record keeping, or working with a
coordinator on program fidelity)? If so, include these in your

budget, too.

' PROGRAM TIP

Teacher participation may be more robust if you can offer monetary or other
incentive rewards. One effective community offers each Project Northland teacher
a $25 stipend per lesson for completing evaluation items and documenting fidelity.
It may serve your program well to include incentives for participating teachers in
your budget.

B Photocopies: It is a good idea to estimate photocopying needs
and budget for them.

B Mail, office supplies, and more: Each curriculum has parent/
guardian letters that need to be sent home, as well as addi-
tional resources on the CD-ROM. You will also want resources
to facilitate community outreach. Will you need a computer?
Do you have a workspace? Do you need to budget for office
supplies? How much mailing will you do, and how will that
cost be covered? Are phone, voice mail, and e-mail services
already available to facilitate your work, or do these need to

be arranged?

® Evaluation: Do you plan to hire an outside evaluator? What

evaluation costs do you anticipate?

Your Total Budget

1. Come up with a reasonable budget range. Usually, this range
depends on two things: the scope of your project and the average
amounts that your selected granting agency has given in the
past and/or intends to give this budget cycle. For example, if
your state’s department of education normally gives $50,000
to $80,000 grants in this category, and yours is a relatively
small project, your range might be $30,000 to $50,000 to be
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competitive. Remember, you want your proposal to seem
attractive and cost-effective so that the granting agency feels

that they are getting a lot of good work for their funding.

2. Draw up a comprehensive budget narrative, going back and
forth between the budget and the work plan. It is a good idea

to delve into these two sections at the same time.

3. Analyze the grand total, which will almost always be higher
than it should be, and fine-tune your budget and work plan

as needed.

Where Can Funds Be Obtained?

There are a variety of potential funding sources for Project North-
land. First, be sure you have adequately pursued any possibilities
available through your school, your school district, or the organi-
zation implementing the program. Next, look one or two levels

beyond your organization to umbrella organizations, such as the

following:
e city and county health department funds

e school-distributed funds that may be available for you to
use for a program such as Project Northland—you can find

out by asking participating schools
o federal Title I, Title IV, and Title V funds, where appropriate

e city block grants—some organizations have found eager

sponsorship from local businesses

e parents, especially through the local PTA, PTO, or other

parent organization

Once you have looked locally, consider outside funding
sources. Government initiatives are the primary source of funding
for programs of this type. Look beyond the school to funding that
is available from the district or from federal funding sources,
such as the U.S. Department of Education, especially through the
Office of Safe and Drug-Free Schools (http://www.ed.gov/about
/offices/list/osdfs/programs.html).
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Other potential funders include the following:

e the U.S. Department of Justice, Office of Juvenile Justice and
Delinquency Prevention (http:/ojjdp.ncjrs.org)

e national parent organizations

e Web sites such as Scholastic’s searchable database of funding

information (http://www.scholastic.com/administrator/funding/

fundingconnection/fundingopportunities)

Your Hazelden outreach coordinator can offer more ideas. Hazelden contact 13
information is included on the CD-ROM.

"I PROFESSIONAL HIGHLIGHT

CASE EXAMPLE 4

Supportive Coalition-Facilitated Strategic Resource Use

By implementing Project Northland, the regional office
described on page 36 was able to build on relationships
established with the existing volunteer-driven commu-
nity coalition. This coalition had been providing
substance abuse prevention for about five years and
established partnerships with nearly twenty local
school districts. Also, they had purchased two mobile
Life Education Centers (LECs) for instructing elemen-
tary school students about the importance of healthy
lifestyle choices. Project Northland offered the opportu-
nity to extend the coalition’s messages through
junior high and high school.

Backed by a wealth of local needs data, the part-
nership obtained grant funds to help offset program
costs and developed a strategy to use what slim finan-
cial resources were available from the communities.
Schools that participate in the LEC programs have
made a per-pupil payment toward the costs of these
programs since their inception, drawn from their Safe

and Drug-Free Schools Title IV formula grants. Also,
funding is designated from the “governor’s initiative”
portion of their state’s Safe and Drug-Free Schools
and Communities Program to help sustain prevention
efforts. This funding, supplemented with locally raised
funds, has enabled the region to employ five full-time
staff members dedicated to annually helping approxi-
mately fifty classroom teachers in twenty-four schools
reach more than three thousand students and their
families through Project Northland.

This regional office has used its strengths cre-
atively and efficiently to achieve success, despite its
large geographic size and poverty across much of the
region. Local program evaluation data indicate that
monthly and annual alcohol use is about 20 percent
lower among Project Northland participants than their
local counterparts, and 29 percent lower than their
national peers.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.

47



M Program Guide

it PROFESSIONAL
Il HIGHLIGHT

“Our results show sig-
nificant positive change
in kids’ perception that
alcohol is harmful and
in their knowledge
about alcohol.”

SAFE AND DRUG-FREE SCHOOLS
PROGRAM COORDINATOR
(NORTH CAROLINA)
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How Is Project Northland’s Evidence Base an Asset?

When a granting agency considers which projects to fund, it has
to decide between many worthy applicants. The agency wants to
know that its funding will be well spent. The grantor will there-
fore try to choose the organization that performs meaningful work

that can actually be achieved with the allotted time and resources.

Project Northland is an evidence-based program listed on
the Substance Abuse and Mental Health Services Administration
(SAMHSA) National Registry of Evidence-based Programs and
Practices (NREPP). That means it is based on research and

proven to yield positive results in a wide variety of communities.

NREPP is a searchable database of effective programs
designed to prevent and treat mental health and substance use
disorders. Many government grants require that funded programs
be listed in this registry. Project Northland’s listing on NREPP

establishes it as a program worthy of funding consideration.

' PROGRAM TIP
Plan for Program Sustainability
PART 1
Think long term when you project costs and search for funding:

® Budget for, and request, the funding needed for several years of program
implementation, allowing for more than one full curriculum cycle.

* Tap into prevention and community safety money that may be available at the
county level and beyond.

¢ Identify local organizations that may help fund consumables, such as photocopies
and Slick Tracy comic books. Auto insurance companies, civic organizations, or
local businesses may contribute to the prevention of underage alcohol use and
drunk driving.

* Keep good records of all funding inquiries and applications; funders that reject
an application now may accept one later for a program that is further developed.

* Keep good records of your expenses to help with budgeting in the future.

* Build and maintain positive relationships with funders to help pave the way for
ongoing Project Northland funds for your community.
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What Is the Best Way to Write a Grant Proposal?

There is no one right way to write a grant, but there is sufficient
standardization of grant components and grantor requirements to
make the process fairly uniform. The advantage of this uniformity
is that each time you write a grant, you will be able to use some
familiar templates and procedures, and you will be able to
improve your grant-writing skills.

Here are some common steps in the grant-writing process:

1. Analyze need

a. Gather knowledge about the problem of teen alcohol use.
A wealth of information and resources is provided in this
manual and on the CD-ROM to help you get started.

b. Gather information about local conditions that demonstrate
specific local needs in your area. Review data gathered by
your schools, news media, law enforcement, and community
groups regarding attendance rates, alcohol-related traffic
accidents or mortality, and more. What local statistics or
sadly familiar tragedy can help you demonstrate the need
for effective alcohol-use prevention? Think about why
you want to implement Project Northland. Your reasons—
or those of your school or organization—are likely to be

compelling.

' PROGRAM TIP

Free Resource May Help with Needs Analysis

FACE is a national nonprofit organization that supports sensible alcohol policies and
offers a document called the Community Alcohol Personality Survey. This document
is intended to help you “learn how to establish the size and shape of alcohol problems
in your community and where to focus your efforts for the most impact.” You may
find this resource particularly helpful while working on your needs assessment.
FACE offers other resources, too. Information about FACE and its Web site is in
Resources and Links by Topic on the CD-ROM.
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3.

C.

Write a needs assessment: a qualitative and quantitative
description of the specific problems and conditions that
Project Northland will address in your area. You may
consult the Project Northland Funding Toolkit on your
CD-ROM for ideas.

. Gather demographic information about your community

and historical information about approaches already

introduced to address the problem.

Plan

a.

Get together with others to share your findings and ideas.
Connect with both school staff—administrators, teachers,
and others—and community members, parents and
guardians, business owners, law enforcement, and others.
Gather information, ideas, and support to inform and

strengthen your plans.

. Prepare a detailed budget and work plan, including a

timeline.

Identify the most appropriate funding sources for your

plans.

. Contact the funders for current guidelines and proposal

submission dates. Also, find out when funding awards are
delivered. You won’t want to plan a project starting in

October if funds first become available in May.

Get back together with others who can help develop your
plans. Share your progress and continue to gather their

input and support as you move ahead.

Write

a.

Consult the Project Northland Funding Toolkit and fact
sheets on the CD-ROM. The funding toolkit provides
many of the resources you will need to develop a grant

application. Included you will find these documents:

e Guide to Successful Grant Writing
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e Grant Application Template
e Sample Letter Requesting a Letter of Commitment

e Sample Letter of Commitment

b. Follow all guidelines provided by the grant-sponsoring
agency. Use any checklists provided by the agency and
follow these precisely. In grant competitions with many
applicants, avoid procedural errors that could disqualify

your proposal.

c. Supplement your needs assessment with additional

research as needed.
d. Review other strong grant proposals as models.
e. Complete each section of the grant proposal according to

its purpose. Check to be sure, for example, that

e the “problem” section explains the significant risks to

health, safety, and community posed by underage drinking
e the “work plan” includes a detailed timeline
¢ you clearly state your goals and objectives
e the “evaluation” section includes an evaluation plan
f. Make sure you include all of the required items. For

instance, some funders require a logic model. Some require

a detailed evaluation plan. Provide everything requested.

4. Continue applying

a. Once you have sent one grant proposal, do not rely on its

approval. Begin another as soon as possible.

b. Keep talking with interested community members and

others who have a stake in the success of your program.

c. Be sure to include local business leaders in your conver-

sations.
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Construct a Compelling Grant Proposal

Here are some key aspects of compelling grant applications:

m Significance: It is important to establish that there is a signifi-

cant problem or need. When writing your Project Northland
grant proposal, you must show the significance of underage
alcohol use. Facts in your funding toolkit, in this manual,
online, and from your community needs analysis will all help

you show significance.

B Inherency: Show that the problem is inherent to the status

quo; it can’t simply be cleared up some other way, and it will
not go away by itself. Show that Project Northland is the best
solution available. When writing your Project Northland grant
proposal, include facts indicating that other programs do not
work as well, that addressing the issue among middle school
students is essential, and that failing to do so will result in
undesired consequences. Again, you can draw on many

resources to prove these points.

Plan: The grant writer needs to lay out a clear plan that
directly links the need to desired results. In this case, you have
selected a strong, proven curriculum. You just have to show
that you have a clear plan for how to implement the curriculum.
Describe the who, what, where, and when of using Project
Northland.

Solvency: Provide indicators that your plan will solve the
problem in a significant way. For your Project Northland
grant proposal, draw upon the Project Northland research
papers and fact sheets on the CD-ROM and past results of
others who have used the curriculum to show that your plan
is likely to be an effective way to reduce alcohol use, delay the
age at which students drink, and improve their understanding

of safe alternative behaviors.

The trick to effective grant writing is to demonstrate the signifi-

cance and inherency of underage drinking in the community, and
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to have a clear plan that directly links this problem to desired

improvements that can be expected to result in a solution that

will be significant, long lasting, and sustainable.

What Are Some More Tricks of the Grant-Writing Trade?

1. Allow plenty of time. Creating a strong, complete grant
application may take several months, especially if this is your o DROFESSIONAL
first one. ¥ HIGHLIGHT
. . . “Scal ighth
2. Be comprehensive. Think through all details now to avoid grz(;eerjf; izzoe:;if
surprises later. Project Northland (8.35)
were better than for the
3. Be current. For example, check allowable charges for travel comparison group (10.05),
or mileage reimbursement, because these change over time. mc,hca?mg better_ refusal
skills in the Project
4. Use Microsoft Excel or another spreadsheet program, if Northland group.
WILDER RESEARCH (MINNESOTA)
possible, to create a detailed budget.
5. Double-, triple-, and quadruple-check everything!
6. Follow the sequence and format shown in the grantor’s
guidelines. Show that you are not sending a generic proposal—
even if in some ways you are—but one tailored for the agency
and representing a project that is just the sort of thing that
that agency funds.
7. In the salary section of your budget narrative, if you have one,

show the per-hour pay of each staff person and the number
of hours that he or she is spending on Project Northland.
(You may group staff who are spending the same number of
hours on the project and are paid the same amount per hour.)
Alternatively, you can show the cost per academic year for each
person, the fraction of full time that person is giving to Project
Northland, and the total cost for the person’s time. When
you show these amounts, use the actual wages for people who
you know will be on staff (accounting for any expected pay
increases, since grants usually take effect in the year subse-
quent to the one in which applications are made). If you do

not know exactly who will fill all the positions, try to budget
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slightly on the high side. If you only know average wages for
certain positions, you can usually use them fairly safely.
Include the cost of benefits for those employees who are
eligible. Consultants and many hourly or part-time workers do
not receive benefits. Also, you may want to list fees for consult-
ants—such as trainers and evaluators—in another section of
a grant proposal, separate from employees with set salaries
and benefits. Remember to include your own salary, even if it

is an in-kind donation.

. When writing the budget narrative—the detailed part of a

proposal budget—write out all calculations with words and
numbers. For example, write out estimated photocopying

expenses like this:

200 copies x $.08/copy x 2 semesters = $32.

. Often, a match is required, and it is almost always desired.

Matches or matching funds are funds that your group provides
to cover a portion of program expenses. In other words, grantors
do not always want to pay for everything. They want to see
that your organization has an investment in your project—
literally as well as in spirit.

If your organization does not seem to have funds to con-
tribute, don’t despair. Usually, matching funds may be in-kind
payments. In-kind means that your organization does not
actually write a check. Instead, it contributes the use of its
resources, such as staff time, phone use, office space, classrooms,
meeting space, and computers.

Every project requires resources to which your entity
already has access. People have to meet, and schools have meet-
ing space. Staff may have time to do some work on the project
within the hours for which they are already paid. For example,
do you have an office assistant who has two hours available
weekly for administrative grant work? Do you have a computer
technician on call? Do you have a gymnasium or cafeteria where
an Amazing Alternatives event can be held? Copy machines,

telephones, computers, and other tools are all valuable assets.
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Use these resources. Plan them into your grant because you
will need them. Estimate their market value. For example,
if your grant involves three Amazing Alternatives events, you
probably have access to space in which the event can be
held. Similar space might rent for $300 per evening, so you
can provide a $300 in-kind match per event. That’s a total of
$900 for three events! (Then you can use donated refresh-
ments and publicity to create the events, or use grant funds
to pay for these.)

10. Here is something to keep in mind for an in-kind match:
If you are giving office space to staff to use for the project,
you can estimate a total of up to 25 percent of dedicated
employees’ salaries to office setup. That’s a nice amount of
match that costs nothing but a little space, an existing

computer and/or desk, and some setup time.

11. When you think your budget is finished, run it by two & DROFESSIONAL

administrators with experience in budgeting and, if ¥ HIGHLIGHT

possible, an accountant who provides service to your school “Feedback on the

district or agency. See if the budget looks reasonable and first grant cycle was
super-positive.”

comprehensive to them. If not, make sensible adjustments.
COMMUNITY COALITION

Be sure to check all your numbers again and to make sure COORDINATOR (MINNESOTA)

that the budget narrative and budget summary match.

How Can I Ensure That My Proposal Will Be Considered?
It cannot be stressed enough that it is vital to meet the terms

of the grant:

* Be sure that the grant plan is written with its focus on

accomplishing a goal the grantor intends to support.

¢ Be sure that each section of the proposal follows the grant’s
guidelines in terms of its content, organization, length,

format, and deadline.

* Be sure that you send the number of copies requested
(sometimes, even the number of originals and single- or

double-sided copying is specified) with proper signatures.
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¢ Be on time. If possible, leave yourself an extra day or two,
just in case the proposal or printing take longer than you
want. Send proposals by FedEx or overnight mail, send
them electronically, or hand-deliver them in person or by
courier, but do not be even one minute late. A true story
tells of an applicant who located the grantor’s office eight
minutes after the application period had closed and had his
grant proposal refused for consideration. If possible, make
sure that the proposal arrives one or more days before the
deadline date. Check with the courier or use shipping records
(or deliver it yourself and note the name of the person
accepting it) to document your proposal’s arrival at the

right place and on time.

What Tips Do You Have for Keeping Grantors Happy—
and Funding Coming In?

No one—parent, friend, or funder—likes someone they have
helped out to take the money and run. They want to know and
see how their contributions are helping people; they want to
have an ongoing relationship with the recipient of the funds;
they want the recipient to adhere to the terms of their agree-
ment; and they feel good when the recipient gives them credit

for making good work possible.

Grantors make an investment when they make an award to
a program. They stake their resources and reputation on that
investment. In return for the resources that make programming

possible, granting agencies want to receive certain things:
e timely, respectful communication
¢ adherence to all guidelines
e thorough evaluations, showing inputs and outcomes clearly

e appreciation, in the form of letters and e-mails from you,
students, parents and guardians, and/or other community

members

¢ good publicity, like credit in your flyers and news releases
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You can keep grantors happy by providing these services and
benefits. Keeping grantors happy is absolutely crucial to procur-

ing future funding, both from that agency and from others.

What Other Resources Will I Find Useful in

Securing Funding?

There are many books and Web-based resources that you may
find helpful in grant writing. You will find an excellent, specifically

tailored resource if you refer to the detailed Project Northland

Funding Toolkit on the CD-ROM that accompanies this manual.

L= L—J

Useful Web sites are also referenced on the CD-ROM. &S Y
Summary

You start out with several advantages when seeking funds for
Project Northland:

e There is a strong need for effective alcohol-use prevention

in nearly every community.

¢ Project Northland is research based, evidence based,

rigorously tested, and proven effective.

e Many districts and states set aside funding for prevention

programs.

e This guide and many free online resources can help make

your quest for funding surer and easier.

There are grant-sponsoring organizations and agencies
available to help. Also, your school district or state may have
some funding set aside for prevention. Businesses and private

philanthropic organizations may contribute support.
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Implementing Project Northland

This chapter provides tips for establishing relationships at schools and in the
community, building excitement around Project Northland, training staff, and

launching the program at your site.

PP What You Will Learn in Chapter 5:
e What are the main steps in Project Northland implementation?
e How are staff trained to deliver Project Northland?

e What is a Community Launch Party?

What Are the Main Steps in
Project Northland Implementation?
Although it is ideal to establish a base of community support before introducing
the curricula, circumstances often dictate that curriculum implementation
serves as a catalyst for community involvement. The diagram on the next page
shows key steps to take when implementing Project Northland. The steps

outlined are roughly sequential. Some overlap.
Program evaluation and sustainability efforts T

CD-ROM DOCUMENT #8

continually inform and renew implementation.

Steps
Taken/Plaoned

There is a worksheet version of these

steps on the CD-ROM. You can copy, customize,
and print the CD-ROM worksheet as needed.
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Implement program components:
« curriculum activities
« community activities

Be sure to collect any baseline data needed for the
evaluation plan before beginning any program activities.

Project Northland Implementation Cycle

« school successes
« community successes

Plan and host program
events, for example, the
Slick Tracy Poster Fair.

[ START

P 4

Plan and host celebrations:

Analyze need,
review curriculum,
conduct community
assessment, and
identify resources
and stakeholders.

Conduct staff imple-
mentation meeting and
one-to-one meetings

with teachers and
administrators. (
Assess and plan for

staff development
needs.

Secure funding
as needed.

Train program staff.

\,

Initiate community
outreach and media
efforts. Optional:
Community Launch Party

Identify a community
coalition or other group
to begin establishing a

community action team.
Assess and plan for this
team’s training needs.

/

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.



Implementing Project Northland ™

What Is the Best Way to Roll Out the
Project Northland Curricula?

Many communities choose to introduce Project Northland incre-
mentally, while others decide to initiate all grades simultaneously.
Some may choose to introduce Class Action, the high school
component, after first establishing the middle grades. Your
trainer can recommend the best plan for how to roll out Project
Northland with your community. The best approach depends on

several things:

B What is the scope of your implementation? Schoolwide?
Districtwide? Other?

The larger your implementation, the less individual time you
will have for each classroom or even each school. On the other
hand, with wider implementation, you may have proportionately
more funding, a bigger volunteer base, and more community

resources. it PROFESSIONAL

HIGHLIGHT
v

; ?
= What is your budget? “In Portland, 508 Class

Action students were
asked about the pro-
gram . . . Seventy-one
percent rated Class
Action as ‘excellent’ or
‘good,” and 61 percent
recommended using

The availability of funds will influence how much in-class
support, supervision, and modeling you can offer to teachers.
This manual offers many choices. Select the ones that fit with

your needs and resources.

B What is the character of your community?

You may also make choices that fit with your community’s

structures, institutions, and size, as well as choices that are

Class Action with next
year’s students.”

PACIFIC RESEARCH AND
EVALUATION (OREGON)

influenced by whether it is rural, suburban, or urban and by

other characteristics explored in chapter 3.

Options for Getting Started

INCREMENTAL MIDDLE SCHOOL PHASE-IN

With a three-phase model, a coordinator provides scaffolding to
support teachers’ mastery of the curriculum. During phase 1, the
coordinator or another demonstration teacher delivers Slick Tracy

while the classroom teachers observe. In phase 2, the coordinator
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and classroom teachers collaborate, often as a tag team, to carry

out Peer Leader training, classroom delivery, and student support.

In phase 3, the coordinator has a minimal role, supporting the

classroom teacher. Typically, this process occurs over three con-

secutive school years, with Amazing Alternatives and Power Lines

introduced in like manner while Slick Tracy is in phases 2 and

3, respectively.

Advantages to this approach include the following:

1.

All Project Northland alumni will have experienced the

entire curriculum.

. Training may be delivered in smaller parcels as needed,;

in areas with high teacher mobility, this may improve

sustainability.

. The initial cost of materials will be lower.

. The community has more time to learn about Project

Northland and learn alongside implementers.

. Thorough training that provides focused resources and

full support to each grade level consecutively may yield

stronger outcomes and community impact.

ALL-GRADE MIDDLE SCHOOL IMPLEMENTATION

Alternatively, communities may choose to begin implementing in

grades six, seven, and eight simultaneously. Substantial resources

are required to accomplish this with adequate support.

Advantages to this approach include the following:

1.

No students in targeted grades are left unprotected by

the prevention program.

. Most of the students acquire background skills and infor-

mation that they can build upon in subsequent years.

Training and community events may be more cost and

time effective.

. The community experiences the program as a whole from

the start.
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5. Having the program reach more students, parents, and
community members right away may yield earlier out-

comes and community impact.

6. Sustainability may be greater with so many people

informed, trained, and initiated.

' PROGRAM TIP

It is recommended that schools implementing all grades at once give their seventh
graders both Slick Tracy early in the school year and Amazing Alternatives later
the same year.

HIGH SCHOOL IMPLEMENTATION

Some schools have found it helpful to introduce Class Action by
first taking the whole class through the process of preparing one
case together. This case is used as a model for teaching students
about program expectations, legal terminology, and the process
of building a case before having them work more independently

on the other cases in small cooperative groups.

How Are Staff Trained to Deliver Project Northland?

What Are the Goals of Training?

The most important goal of Project Northland training is to ensure
program fidelity. Training also helps staff learn the curriculum
and helps communities address alcohol prevention effectively.
Skilled trainers provide a strong foundation for implementing
with fidelity. Training presents an opportunity to learn from the
experiences of others who have implemented Project Northland

many times.
Training is an opportunity for participants to

e discuss comprehensive prevention in relation to Project
Northland

e learn about Project Northland
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e acquire effective strategies to prevent and reduce teen use

of alcohol, cigarettes, and other drugs

e interact with other professionals and educators committed
to youth health and safety

e shift the community toward no-use norms for underage

drinking

Training brings together the key staff with whom you will
work. It helps build camaraderie and a sense of mission. Use
some of this time to connect with teachers and schedule individual

follow-up meetings.

What Takes Place at Training Sessions?

A Project Northland training opens with an introduction similar
to what one might present at a Community Launch Party. The
trainer uses this introduction to make participants keenly aware
of the need for effective alcohol-use prevention with the targeted
age group.

You will spend most of the day on the nuts and bolts of the
program, the experiential pieces that teachers will share with
their classes. A typical training includes a thorough overview of
the program components and session-by-session preparation with
opportunities to experience key activities such as role playing
and brainstorming. Participants preview both printed and audio
materials and work together in small groups. Time is allotted

for questions and discussion.

During the program, people may become more sensitized to
alcohol-related issues. Consider inviting an administrator to
explain referral procedures for connecting students and families
with support services. Students may bring concerns about under-
age drinking or other alcohol-related issues to the attention of
their teachers, so it is a good idea to be prepared with knowledge

about community resources and how to access them.

Trainings vary in length from one to several days. A link to

more information is on the CD-ROM.
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What Is the Coordinator’s Role in Project Northland
Training?

The program coordinator is the host, the organizer, and the
contact person for Project Northland trainings. The CD-ROM
provides a Project Northland Training Worksheet to help you
get ready.

Huzelden Training Contact Project Northland Training Sign-In Sheet

Phone:

1 you are inerested in Project Northland, in
EgIIIIII;&IIIIIIIIII!!!'IIIII!H!!!!'I z

Trainer Information

14a

Contact Hazelden to connect with a representative who will
set up your training. Preparation includes publicity, invitations,
arranging a space, food, and any decorations. You may help
arrange your trainer’s stay and provide transportation to and

from the airport, if needed.

On training days, you will want to arrive early to make sure
everything is ready and to welcome guests as they arrive. It is
also a good idea to plan on staying late so you can answer ques-
tions, clean up, and jot a few notes for planning. To build rapport
and learn more, you might also want to make informal dinner

plans with your trainer.

Throughout the day, you will learn alongside your staff. You
may be called upon to assist the trainer as needed or communicate
with people in charge of the space if anything is not working or
needs to be adjusted. At the end of the training, thank the trainer
and all who attended. Schedule a staff implementation meeting
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“Our teachers can get
60 of the 120 in-service
points they need in order
to renew their license
every five years by doing
Project Northland sur-
veys and paperwork on
themselves and their
students. This incentive
helps get people on
board.”

CHEMICAL HEALTH DIVISION
PLANNER, STATE DEPARTMENT OF
HUMAN SERVICES (MINNESOTA)
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to occur within the next two weeks. Also schedule individual

meetings with the teachers.

The sections that follow give more details about how to

prepare for this training.

How Do I Schedule Training?

It is best to schedule your training at least sixty days in advance.
To schedule a Project Northland training, contact Hazelden using
the information on your CD-ROM. Web site, e-mail, and phone
contacts are provided. Depending on your school’s needs, training

will probably take one or two days.

What Is the Best Way to Prepare for Training?

First, reserve a space. You will want a space that can accommodate
up to thirty people, has audiovisual resources, and will be easy
for participants to get to on the training days. Make sure the
space either allows catering or has access to nearby food venues.
Choose a space where people will feel comfortable and be able to

concentrate on learning.

Next, invite and inform participants. Clarify in advance
whether Project Northland training is optional or required for
your teachers. (It should be required.) Also clarify whether or
not participants will be compensated for their time and, if so,

how. Connect with your trainer by phone or e-mail.

What Should Be Considered When Preparing
the Guest List and Invitations?

It is essential to train all the teachers who will deliver Project
Northland curricula to your students. Also, you will want to invite
administrators, volunteers, community members, and others

who will be involved with Project Northland implementation.

Establish clear expectations with the participants. They may
not be knowledgeable about the importance of underage alcohol-
use prevention, so be sure to explain what Project Northland is
and why it is important. You may want to attach one or two fact
sheets from the CD-ROM to your invitations.
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Let participants know that they should bring their calendars
to schedule a staff implementation meeting for follow-up, as
well as for individual consultations. Keep track of RSVPs and

send reminders a few days before the training.

What Materials Are Needed?

Consult with your Hazelden contact about the specific materials
your trainer needs, such as audiovisual equipment. The trainer
may request that you photocopy the agenda he or she has prepared
for your group. You may also want to prepare the following items

to accompany the training materials your trainer will distribute:
e your contact information

¢ one or more fact sheets with relevant facts about youth n

and alcohol
¢ information about lunch plans or options

¢ mileage form or parking reimbursement form (if paying

participants’ travel expenses)

¢ a checklist of what you need from each participant by the
end of the day, such as completed evaluation form, completed
reimbursement form, scheduled appointment with you,

and so on

Make sure the curriculum materials themselves have been
delivered, with enough copies so you will be able to give one to

each participant.
You may also want to have these items on hand:
e posters from Hazelden
¢ student work samples from other local implementers
¢ highlighters, pencils, sticky notes, and candy for each table
¢ a large presentation-size sticky pad and markers on an easel

e white board and white-board markers
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What Refreshments Are Appropriate?

It is gracious and inviting to offer food and beverages. Make food
choices as festive, fresh, healthy, and high quality as possible.
What to offer depends on both your resources and your training
schedule. If your budget is tight, you may want to serve only hot

coffee, tea, and chilled water.

What Should the Training Room Look Like
When People Arrive?

The room should be inviting. Ask your trainer about his or her
preferences for the seating arrangements and audiovisual
equipment.

You will want to greet participants when they arrive, have
them sign in, and give each one a name tag and a packet. Inside
the training room, the space should be fully prepared with all
necessary training materials, examples of end projects (such as
student posters), and Project Northland posters. The trainer will

do this preparation with you or for you.

What Follow-Up Should I Do After Training?

The kind of follow-up to do will depend on your teachers’ needs.
The recommended approach is to both reconvene all teaching
staff to clarify implementation plans and meet individually with
teachers to learn about any questions or concerns they may have
and any help they may need. Both types of follow-up should occur
before implementation begins, ideally within two weeks follow-
ing the training.

A staff implementation meeting provides you with another
opportunity to build your relationships with the teaching staff,
and it provides teachers with an opportunity to ask questions.
It is a good time for you to clarify expectations, such as

¢ how materials will be distributed

e your role and what support you offer to teachers

* plans for program evaluation and collection of baseline data

* how many times you need to observe in each classroom
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¢ the purpose of individual consultations

e anticipated frequency of communications

Individual consultations are both for reviewing the class-
room checklist (on the CD-ROM) and for offering support. Some
teachers will want both technical and teaching support, some will
want only technical support (materials, photocopying, and so on),
and others will want very little support at all. Some teachers
will want you to visit the class as often as possible. Others might
find such visits intrusive. Find out what type of support each
individual wants and needs, as well as his or her preferred mode
of communication. Chapter 6 offers more ideas about how to
establish a supportive professional rapport at these initial meet-
ings and offer ongoing support. Be sure to meet with each teacher
in his or her classroom so you can see the layout and get a sense

of the implementation space.

' PROGRAM TIP

Plan for Program Sustainability
PART 2

Your good records and good manners will prove invaluable later:
* Keep track of materials.

* Take notes on what you learn.

® Record all donors and donations.

* Thank everyone graciously and publicly for their involvement, donations,
and support.

® Continue to inform people about underage drinking issues, Project Northland,
and how to get involved.

® Establish teacher buy-in and positive relationships with teachers.
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What Is a Community Launch Party?

There are times when it is both desirable and feasible to deliver
Project Northland training to people from many sectors of the
community at once, but most of the time this simply does not
happen. Another way to inform people about Project Northland
and create excitement around the program is to host a Community
Launch Party. If you choose to do this, you may want to use the
planning worksheet on the CD-ROM.

Project Northland
] Community Launch Party Sign-In Sheet

‘ I N S

o158 | e = : : 15b

A kickoff event like this serves several functions:

B It casts a wide net for inclusion. People who cannot attend
daytime trainings may still attend the launch party to gain
key information and become involved. Those who may not
need to deliver the curriculum—safety officers, parents and
guardians, school and county administrators, health care

providers, and media—can be included in this way.

m It takes the program beyond school walls into the community.
Since parent and community involvement are two components

of successful implementation, this bridge building is important.

E It builds excitement about Project Northland.
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It establishes positive expectations for the program:

— Project Northland is a comprehensive, evidence-based, and
research-based prevention program that has been proven
effective. In fact, the community is getting to take part in
the best alcohol-use prevention program available!

— Project Northland does not just involve the school; it

involves everyone.

— Project Northland is fun, engaging, and relevant.

Who May Be Invited to a Community Launch Party?

Invite all the key people you hope to involve in your program.

Consider the following:

1.

School administrators, social workers, psychologists, nurses,

and/or counselors

. Teachers—a Community Launch Party is a nice, informal

way to begin building relationships with teachers before
training. Since training is required for teachers, you may
choose to emphasize that their attendance at this party is
optional, but it is helpful to have a few teacher representa-

tives present.
Parents, coaches, advocates, and mentors, including PTO/PTA
presidents, parent liaisons, and so on

Reporters from local newspapers, radio stations, and television

stations

. People from granting organizations and others who may offer

funding

. Community leaders:

e government officials, such as local congressional

representatives or city council members
¢ public health personnel
¢ law enforcement personnel and first responders
e faith community leaders

¢ doctors and emergency room staff
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* business leaders

¢ liquor store owners, bar owners, and Responsible
Beverage Service (RBS) trainers

e representatives from youth-serving organizations

e youth leaders and other interested youth

e county court personnel, judges, and bar association
members

¢ substance abuse counselors and treatment providers

¢ representatives from advocacy groups such as Partnership
for a Drug-Free America, SADD, MADD, and Leadership
to Keep Children Alcohol Free (this last group is a coalition
of governors’ spouses—maybe yours is a member and will

come to support your Project Northland program)

Surely, you will not want to invite all of these people, but
you will want to identify which would best support your Project
Northland program and include them on your guest list. Assemble
a group that is inclusive but manageable and that will help you

achieve your goals.

What Happens at a Community Launch Party?

When planning the event, keep in mind these goals:
¢ informing the public
e promoting Project Northland
¢ including representation from the entire community

¢ gaining the support and involvement of sponsors,

volunteers, media, and others

¢ celebrating the community’s launch of Project Northland

Consider how you want to convey information through your
event. Plan for a presentation area that can be seen clearly by
everyone, a screen, a microphone, and at least one information
table. You might also display posters and student work from

other sites.
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To convey a feeling of celebration, you might use colored
construction paper for simple decorating on tables. If available,
student artwork, plants and flowers, or balloons and confetti
may be used to create a festive environment. Serve delicious,

plentiful, and healthy refreshments.

Designate a table near the entrance where guests will sign
in and receive name tags and, perhaps, a small gift such as
candy, a flower, or coupons from local businesses. Provide hand-
outs to help participants learn more about Project Northland

and underage drinking issues.

Volunteers, if available, may help you greet guests as they
arrive. Greeters can help make sure that everyone provides
contact information when they sign in, and they can encourage
others to sign up as volunteers. Use the template on your CD-ROM
to prepare sign-up sheets for volunteers and sponsors willing to

donate the following:

¢ time: to support a class, grade level, or school; as a Slick
Tracy Poster Fair judge; as a resource person students
may contact for interviews during their Power Lines

research; to make copies; to help train or teach

¢ goods: refreshments for a Poster Fair or an Amazing
Alternatives event night; incentive prizes for program
participation

¢ services: posting rights in a local storefront; free or dis-
counted photocopying; announcement space in a local

publication; and so on

If a Project Northland trainer is available—perhaps arriving
the day before training—this can enhance the presentation. If a
trainer is not available, you will want to plan your own presen-

tation to accurately convey the answers to these questions:
e What is Project Northland?

e Why is alcohol-use prevention important, especially in
middle school and high school?
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“Over 500 parents and stu-

dents participated in this
year’s Project Northland
Kick-Off on a fall evening
in Randolph. Participants
gathered information from
25 booths set up by com-
munity organizations
including Boy Scouts, Red
Cross, Public Health, and
others. At the Public
Health booth, participants
received information about
Project Northland’s best
practices.”

E-NEWS FROM PUBLIC HEALTH,
DECEMBER 2008,
HTTP://WWW.DAKOTACOUNTY.US
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e Why use Project Northland?

e What opportunities are there for people to get involved
and offer support?

Present for about twenty minutes or less. You will want to
show the first part of the Project Northland DVD during this
time. Remember to leave additional time at the end for questions
and discussion. Help attendees to learn about the program and

gain enthusiasm through your presentation.

Your presentation will model how to talk about underage
alcohol use and Project Northland. Your warmth and engagement
will model appropriate attitudes and enthusiasm for teachers
and learners. Your conviction regarding the importance of pre-

vention and positive program outcomes will also set an example.

Make the evening worth everyone’s time. For fun, maybe a
local celebrity could open the presentation with a statement of
support, or a local ensemble could perform. Each person should
gain information about Project Northland and a sense of involve-
ment, a feeling that they have a stake in the program, and a

desire to participate in some way.

Be sure to thank everyone for coming!

Summary

Thoughtful planning and professional training will pave the way
for implementing the Project Northland curricula with fidelity
and achieving strong outcomes. A Community Launch Party can
create excitement and build your base of supporters. The next
chapter offers suggestions for supporting teachers and learners

during implementation.
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Supporting Teachers and Learners

Just as training before implementation is important, it is equally important
to provide ongoing support during implementation. This chapter offers many

ideas. Choose the ideas that best fit the needs of your program.

PP What You Will Learn in Chapter 6:
e What essential support is most needed?
e How to conduct Peer Leader training

e What tips do Project Northland’s most expert implementers recommend?

What Support Is Essential?

Teachers are busy professionals. Most simply do not have time for tasks like
coordinating special events, community organizing, and program evaluation.
An administrator, program coordinator, or task force needs to support these

pieces of Project Northland implementation. Teachers may also need support

in learning to implement the curriculum with students.

Establish a Supportive Professional Rapport with Teachers

Within two weeks after training, and before implementation, you will want to
meet with each teacher individually. Teachers need to understand clearly what
is expected from them. Clarifying your expectations may involve a process of
negotiation with some teachers. It is most important to have up-front and open
communication in the way that best suits each teacher’s needs and style of
communication. Find out how each teacher likes to be contacted—by phone,
e-mail, or classroom visit—and if there are particular days or times of day

when he or she is more readily available to meet.

At this first one-to-one meeting, it is a good idea to provide a menu of
resources and support you can offer. Encourage each teacher to indicate what

type of support he or she prefers and to schedule additional consultation and
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classroom visits. Review the classroom checklist (which is found
on the CD-ROM) together. Set a truly supportive tone, one of

encouragement and assistance rather than judgment.

Take Responsibility for Peer Leader Training

The program coordinator should take the lead in setting up Peer
Leader training. This training is required for Project Northland’s
sixth- and seventh-grade curricula. Empower Peer Leaders with
information, strategies, and experiences that nurture their leader-
ship skills. Communicate with them periodically and celebrate

their successes.

Provide Training, Support, and Encouragement to Teachers,
Especially When Project Northland Is New to Them

Guest-teach in their classrooms to model program delivery, and
reflect together on these sessions. Encourage and assist teachers
who bring questions or challenges to your attention. You can be
the one to research the answers. Call your trainer, collect ideas
from other teachers or administrators, find the answers, and get

back to the teacher in a timely manner.

Oversee Program Evaluation
Evaluation is very important. It will help you measure your
success and make improvements as you move ahead. See chapter

10 for information about how to coordinate program evaluation.

How to Conduct Peer Leader Training

Peer leadership is an essential component of Project Northland.
Research shows that teens are more receptive to social information
received from respected peers than from adults. Before Peer
Leader training, be sure that teachers send home the letters
for parents and guardians that are provided in the Amazing
Alternatives and Slick Tracy curricula, and prepare a Peer

Leader Manual for each participant.

Instructions for Peer Leader training are outlined in the

Teacher’s Manuals for Slick Tracy and Amazing Alternatives,
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and Peer Leader Manuals are on the CD-ROMs accompanying

them. There are also planning resources on your CD-ROM. Peer
Leader training is designed to prepare Peer Leaders for their &

new role working with groups of students in class. During the
sessions, the students find out what is expected of them. They
see the materials they will use and practice leading groups of

their peers.

You will want to conduct separate Peer Leader trainings for
Slick Tracy and Amazing Alternatives. Each training will take
several hours, so it is desirable to train several classes—maybe
even the whole grade level—at one time. The ideal group size
for Peer Leader training is about twenty to twenty-five students.
It is fine for students from several schools to be trained together
if logistics allow for this. Peer Leader training must be completed

before each curriculum’s classroom sessions begin.

What Additional Support Is Helpful?

It is especially helpful for program coordinators or administrators
to take responsibility for coordinating the Slick Tracy Poster
Fair and other special events. Other ways you can offer support

may be to do the following:

¢ Prepare curriculum materials such as photocopies and m
folders. See the CD-ROM for detailed session descriptions &
with preparation needed for each curriculum.

e Help teachers brainstorm to meet new challenges that
arise.

e Bookmark useful Web sites and e-mail annotated lists
with hyperlinks.

¢ Nurture relationships between teachers and others in

the community.

Celebrate the progress of students and teachers, acknowledging
them directly in person, through e-mails, and with thank-you
notes. Publicize their accomplishments both within and beyond

the school. Thank teachers publicly at special events and send
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notes to their principals listing and praising their contributions
to Project Northland.

' PROGRAM TIP

Wallet Card Resource for Students

A reproducible wallet card that lists emergency contacts for teens is included on
the CD-ROM. Use of this card is optional. Distributing these to all Project Northland
students can communicate a message that everyone needs help at times, and enable
students to access services for their peers or themselves as needed. If you choose not
to distribute these to the student body, there may be times when you want to
discreetly offer it to specific students. Be sure to update your master wallet card as
needed with current phone numbers and Web sites.

What Are Some Specific Ways to
Support Each Curriculum?

Slick Tracy

The Poster Fair is the culminating event when sixth graders
get to teach others about what they have learned. Organize the
Poster Fair or supervise a volunteer group that will do this.
Schedule one night when all the classes working on Slick Tracy

can hold a joint Poster Fair.

’ PROGRAM TIP

Schoolwide conference nights are busy times. Setting aside a separate night for
the Slick Tracy Poster Fair is best and will result in a more focused, effective, and
well-attended Poster Fair. However, you may want to schedule the Poster Fair on
a night shortly before winter or spring conferences, so you can leave the posters
up to be viewed by parents who will be at school during conference time.

Prepare invitations and flyers, and remind teachers to send
these home at the appropriate times. Consider sending at least one
set of invitations by mail. You might ask the art teacher to help
students with their posters during art class. Invite community
members and arrange for volunteers as needed. Arrange for

refreshments. Prepare certificates for the students. Get someone
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to take pictures. You might also want to make a printed program
and recruit “judges,” as described on the Slick Tracy CD-ROM.

Arrive early to be sure everything is set up properly. Stay late
to help clean up. Be there to welcome people, talk very briefly
about Project Northland as a whole, and congratulate and thank
all participants. Spend time viewing posters and talking with
parents and students. Afterward, you might display the posters

out in the community.

Amazing Alternatives

Serve as an adviser to a student Alternatives group that meets

after school to plan fun alcohol-free social events. Help the group ] fuﬁ?ﬁfﬁ;sp'u?"“
develop their ideas. Schedule time when the students can host M

hei d f dul .. Hel ‘th “The seventh graders
their events, and arrange for adult supervision. Help wit really seem to
invitations and posters. Support their plans for refreshments, appreciate that
decorations, and entertainment. Offer them materials about Amazmg Altemaf,wes

is all about them.

Project Northland and alcohol prevention to have on hand during COMMUNITY COALITION

. COORDINATOR (MINNESOTA)
the event. Arrange for volunteers to assist as needed. For more

ideas, see Starting a Student Activity Group on your CD-ROM.
The CD-ROM also provides kickoff planning ideas in Hosting
an Amazing Alternatives Fun Night.

Starting a Student Activity Group Hosting an Amazing Alternatives Fun Night

m——— B 121a e 2 11b
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“I loved Power Lines. We
got very involved, went
to city council meetings,
and really got into it.”
ADMINISTRATOR (ALABAMA)
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Power Lines

Create a list of community members willing to be interviewed
by students doing community research projects to learn about
underage drinking issues. You will want to obtain consent and
contact information from each volunteer. Review the Power Lines
projects to get a sense of the resources needed. Have the list

ready when students begin their projects.

Create opportunities to share student projects beyond the
classrooms. Ask local radio and television stations to air students’
prevention messages, or post them online. You could host an

event at school or organize a public display in the community.

Class Action

As a way to enhance your Class Action program, develop a list
of contacts that includes lawyers, law students, and/or judges
willing to help high school students prepare their Class Action
cases. Also list those willing to act as “expert witnesses,” such as
pediatricians willing to share their knowledge of fetal alcohol
syndrome. You will want to have consent and contact information

for each volunteer.

You might want to share student presentations with the
community by inviting guests to attend the mock trials in person.
Also, you could record video of the mock trials to share them at
a community gathering, online, or by sending copies to individuals.
For example, a videotape (and routing schedule) could be sent

home with students to circulate among the families in each class.

What Tips Do Project Northland’s
Most Expert Implementers Recommend?

Some of our most experienced implementers share these tips for

going above and beyond to help your community realize its goals:

B Listen for what support is most wanted. Teaching is endless
and exhausting work. Help lighten teachers’ loads in the ways
they request.
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B Keep in touch. Check in with the teachers from time to time,
especially during the first week of Project Northland implemen-
tation and at the end of the program. Go above and beyond by

sending articles, information, and notes of appreciation.

B Honor teachers’ limited time and many responsibilities. Take
the responsibility off teachers for all parts of Project Northland
that take place outside the classroom, including event planning,
Peer Leader training, and community work. You don’t need to
do everything yourself, but do delegate and manage these items

with other staff and volunteers.

B Demonstrate value. Help teachers and administrators under-
stand why this program is worth their time. When useful,
explain how the program supports academic standards in

many areas.

E Help prepare materials. If your schedule and budget allow for
it, photocopy all handouts, letters, and other Project Northland
materials that teachers will need for implementation. This will
help everyone be prepared to lead each session well, and it may

help make you one of the most popular resource people at school!

E Help organize materials. You might prepare file boxes for your
teachers that contain all the supplies they need for Project
Northland, from pencils to photocopies, so all a teacher has to
do each week is open the week’s folder and start teaching. At
the end of the year, collect all the boxes. Replenish items as

needed and prepare the boxes for the following year’s teachers.

B Model and coach. This helps build both competence and confi-
dence. As much as possible, model sessions for teachers in their
own classrooms. Afterward, reflect together on essential session

components.

B Create meaningful experiences. Add time in Power Lines for
classes to go beyond their “community meeting” vote by having
students research community projects that connect with the
priorities they voted for. Adding this step makes the projects

more meaningful.
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B Make time for reflection and sharing. Reconvene teachers
for a feedback session after they have experienced the cur-
riculum. Try to secure funds to bring them together on paid
time, with substitutes if needed, and provide refreshments.
Offering this time as an opportunity to share experiences
together will help foster professional development, continuous

improvement, and a sustainable program.

Summary

By supporting teachers, you will help them develop ease and
expertise with Project Northland. By making the program
rewarding for teachers and fun for students, you will earn
support from administrators, community members, and parents.
In chapter 7, you will learn more about the role of families in

Project Northland and gain strategies to help draw them in.
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Family involvement is an essential component of Project Northland. It can
be challenging to connect with parents and guardians, but it is important to
involve as many families as possible. Project Northland offers many avenues
for engaging diverse families, and this chapter offers a framework to help

organize your family outreach efforts.

p» What You Will Learn in Chapter 7:
e What does research indicate about family involvement?
e What family involvement opportunities does Project Northland
provide?
e What types of outreach activities could draw more families into

the program?

What Does Research Indicate about Family Involvement?

Numerous studies have documented that parents and other family members
influence teens’ decisions about whether or not to use alcohol. Teens who think
that family members do not discourage their use of alcohol are more likely to
drink than those who think otherwise. In general, it has been shown that if
close friends or family members drink alcohol, an adolescent is likely to drink
in a similar manner or under similar circumstances.

Family alcohol use, attitudes, and rules are not incidental to young people’s
alcohol use. In fact, they are vitally linked to it. How Does Alcohol Affect the
World of a Child? is a pamphlet by Leadership to Keep Children Alcohol Free,
a partnership of U.S. governors’ spouses. It includes information about the
importance of families, including the following:

e Parent drinking behaviors and parent attitudes that favor drinking

are associated with underage alcohol use.
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¢ Research studies show that children are less likely to
drink when their parents are involved with them and when

they and their parents report feeling close to each other.

¢ Adolescents drink less and have fewer alcohol-related
problems when their parents discipline them consistently

and set clear expectations.

¢ Older siblings’ alcohol use can influence the alcohol use
of younger siblings in the family, particularly for same-sex

siblings.!
You may find this pamphlet to be a useful resource.

Project Northland and Parents as Partners in Prevention
Project Northland offers families a chance to keep their children
safer and healthier. Project Northland also requires family
involvement in order to succeed with its important work. In other
words, parents and guardians have a stake in helping your
program succeed, and you have a stake in keeping them involved.
Understanding what you need from families and communicating
what Project Northland offers to them will help you to connect
effectively.

Families Need Project Northland

¢ to become better informed about why underage drinking

is dangerous

* to gain awareness about issues and pressures in their

children’s lives

¢ to communicate more effectively with their children about

alcohol and other tough subjects
¢ to make the community safer
¢ to educate their children about alcohol

¢ to empower their children to say no to alcohol and to make

safer choices

e to prevent—or at least delay, reduce, and limit—their

children’s alcohol use
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¢ to reduce the likelihood of their children experimenting
with other drugs

¢ to keep their loved ones safer and healthier

Project Northland Needs Families

¢ to help students complete homework assignments and plan

fun alcohol-free events
e to attend special events

¢ to set up before, help during, and clean up after special

events
¢ to attend student presentations
¢ to donate goods like food, tape, poster board, or flowers
¢ to donate services like photo processing and photocopying

® to post and distribute information, make phone calls, and

}) RESEARCH

FACT

Family Meals Reduce
Risky Teen Behaviors
Researchers have found that
teens who partake in regular
meals with their families
experience significant preven-
tive benefits. It appears that
the familiarity of the ritual

itself is most important. With
either one or two parents at
meals, teens demonstrated less
drinking, greater academic
achievement, and fewer risky
¢ to answer their own children’s questions openly and behaviors.?

seek sponsors

¢ to consent to having students interview them and consult

them as resources

accurately
¢ to spread the good word about your program
¢ to advocate for funding and classroom time

¢ to support and thank administrators and teachers for

addressing this topic

What Family Involvement Opportunities
Does Project Northland Provide?

Home Team Materials
Project Northland includes Home Team materials for parents and
other significant adults to positively influence teens’ alcohol-use

decisions.

In Slick Tracy, specially designed activity booklets provide
engaging shared activities to help open communication between

young adolescents and their parents or guardians around alcohol
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“Seventy-two percent

of eighth-grade Project
Northland students say
it is ‘true’ that their
parents talk with them
about problems drink-
ing alcohol can cause
young people, compared
to 59 percent of the
eighth-grade comparison
group.”

WILDER RESEARCH (MINNESOTA)
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use. Project Northland’s original research specifically targeted
increasing parent-child communication and succeeded in increasing
parent-child communication about the consequences of drinking.
During Slick Tracy, students and their Home Team partners
discuss alcohol issues in a way that is neither personal nor
threatening, because they are discussing comic book characters
rather than anyone they know. At the same time, families build
and strengthen their ability to communicate about important
topics. Slick Tracy Home Teams are assigned four of these comic
books over four or more weeks. Weekly scorecards are included,
and it is important for families to return these to school when

they complete each comic book.

In Amazing Alternatives and Power Lines, reproducible Home
Team materials further educate families and remind them to
communicate clear expectations and a no-use message regarding
underage alcohol use. Weekly Home Team materials are included

with both programs.

Recommendations conveyed to parents through these materials

include the following:

¢ Develop clear rules with appropriate consequences for

alcohol use.
¢ Discuss and enforce rules.
e Monitor the activities of your children and know their friends.

¢ Recognize that you are a key role model for choices regarding

alcohol use; your child is likely to behave as you do.
¢ Discuss mass media messages with your children.
e Provide fun alcohol-free activities.
¢ Reduce access to alcohol at home and in the community.

¢ Participate in school and community policy decisions.

The Home Team materials for both curricula also include
activities to facilitate parent-teen interactions. Amazing Alter-
natives Home Team materials include mazes and games

designed for teens to complete with their parents or guardians.
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Power Lines Home Team series of eight send-home items includes
four interactive games for teens and parents or guardians to

play together. Class Action also includes Home Team materials.

Special Events and Celebrations

Project Northland also provides unique opportunities for parents

to visit their child’s school and participate in educational activities.

At the Slick Tracy Poster Fair, students present their own
alcohol-related research projects to friends, family, and invited
guests. The fair is a wonderful way to bring together the two
worlds in which students have been working on this program:

the family and the school. You can enhance this connection by

¢ recruiting parent and guardian volunteers to help plan

and publicize the event

¢ scheduling the Poster Fair at a time when it is easy for

parents and guardians to attend

¢ extending hospitality such as refreshments and door prizes

Be sure to use the letters and flyers included with the Slick
Tracy curriculum to publicize this event effectively. If at all
possible, send at least one of these items home by mail instead
of with the students. At the event, seize the opportunity to thank

and congratulate everyone for their participation.

Though Amazing Alternatives focuses more on peer interac-
tions and social alternatives, there are plenty of opportunities
for parents to get involved. Families with storefront businesses
may allow students to advertise an Amazing Alternatives Fun
Night or Student Activity Group meetings in their windows, as
may homeowners. Families living in apartment buildings may be
able to display the posters in their lobbies, by the mailboxes, or
in the laundry room. Some may be able to help plan or sponsor
alcohol-free social events. Others may volunteer to help students

set up, supervise, or clean up on event nights.

Power Lines introduces students to forces within the commu-
nity that influence youth decisions regarding whether or not to

use alcohol. Their projects require research, and adult family
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members can support student work by both consenting to be
interviewed as community resource people and participating in
polls conducted by students. It is also nice to invite parents and
guardians to their children’s project presentations in class, and
these presentations may be expanded to create a larger event,
similar to the Slick Tracy Poster Fair. Videotaped presentations
and digital slide shows created by students might be displayed
online, with an e-mail inviting families and community members

to view them.

In Class Action, students benefit greatly from the support
of any family members who are lawyers, judges, or others with
legal expertise and who are available to coach them through
the preparation of their cases. Some parents and guardians can
participate as “expert witnesses,” too (if they are physicians or
psychologists, for example). Families may observe the mock trials
and chaperone on a field trip to see actual civil cases tried in
court. Videotaping the mock trials and any field trips can provide
a way for parents with busy daytime schedules to learn more

about these events.

What Types of Outreach Activities Could
Draw More Families into the Program?
Formal networking, informal networking, school networking,
need-based networking, and identity-based networking can all

provide access to the families you want to reach.

1. Formal networking: PTAs, PTOs, and other parent
organizations
Preexisting parent associations provide a good way to
e generate parent awareness and enthusiasm

e access sponsorship for special events

¢ disseminate information

2. Informal networking: public gathering spots
Tap into places that are already part of many families’ routines.
Which ones might allow you to post or set out print materials,

such as Poster Fair flyers, fact sheets about underage drinking
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issues and Project Northland, or invitations to special events?

Here are some suggestions for getting started:
e gyms, sports facilities, and health clubs

e barbershops and hair salons

e grocery stores

¢ coffee shops and drive-through kiosks

e message boards

e community centers

e doctors’ offices, particularly in the late summer when
many students go in for physicals required by their athletic

leagues

’ PROGRAM TIP

At grocery stores, bag stuffing offers an informal networking opportunity.
Arrangements can be made for teens to bag customers’ purchases and include
a Project Northland flyer in each bag. Alternatively, students can staple the flyers
to grocery bags at school, and school staff can return the prepared bags for the
store to use.

Another informal networking opportunity, especially in small towns, is to work
with local utility companies to have them include a message with their monthly
statements. For example, a message like “Watch for Slick Tracy, beginning this
month with sixth grade at Central Middle School!” could be inserted on a paper
strip or printed directly onto the water company’s statement.

3. School networking: message boards and newsletters,
both in print and online

School newsletters need copy. You have it:

e Let parents know when Project Northland is coming.
¢ Post program highlights.

¢ Announce special events.

¢ Invite the community.

¢ Post contact information.

¢ Publicize interesting and surprising facts.

¢ Ask provocative questions (“What drug is most dangerous
and most commonly used by teens?”).

e Trumpet positive program outcomes.
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School bulletin boards and electronic message boards are also

good places to post Project Northland information and flyers.

4. Need-based networking: groups for the parents of students
with special needs

Parents whose kids have special needs tend to be involved at
school. Meetings that bring groups of these parents together
provide good settings for introducing yourself, publicizing
Project Northland, and recruiting volunteers. You might be
able to get the word out through these groups’ newsletters or
e-mail updates, too.

Think broadly when considering special needs. Your
community may include groups of families whose special
needs involve developmental delay, ADD/ADHD, gifted and
talented, autism, physical disability, deafness, blindness,

chronic illness, cognitive disability, or other special needs.

5. Identity-based networking;: faith- or ethnicity-based groups
While some of the special needs described above may overlap
with identity, there are other identity groups that can also
offer volunteers, sponsors, and other resources. These may
include
e ethnic identity groups
e faith groups, such as churches, mosques, synagogues, and

their youth groups

¢ Masons, who have their own youth programs

"I PROFESSIONAL HIGHLIGHT

“When asked about the best ways to get information out to parents on alcohol use
prevention, 20 to 34 percent of parents from the sixth-grade program year suggested
the following: through programs or workshops, through school newsletters, by sending
suggestions for preventing use, and by mailing directly to parents. Thirty-four percent
of parents surveyed during the seventh-grade year suggested school newsletters as the
best way. Fifteen percent or more suggested literature (i.e., books, magazines, brochures,
handouts), programs or workshops, mailing directly to parents, and the Internet or
e-mail. Finally, 20 to 27 percent of parents from the eighth grade suggested mail
directly to parents and through school newsletters.”

WILDER RESEARCH (MINNESOTA)
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e groups like FFA and 4-H
e civic groups like the local Lions Club and Rotary

¢ military groups like VFW groups

Summary

Prevention programs come and go, but the ones that stay are
the ones that work. These are the ones that bring families into
dialogue with one another and into partnership with their
children, the school, and the community. Project Northland owes
much of its outstanding track record to its effective family
involvement components, so make the most of these. When you
involve families through good and frequent communication,
opportunities for involvement, and positive feedback, you attract
many who will become supporters, advocates, volunteers, and

donors who help keep your program strong.
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This chapter will help you understand how to organize and work with members
of the community. Community coalitions can support Project Northland by
increasing its base of supporters, providing additional resources, and opening
new doors to community access. As you build community connections over time,
you will learn which of the ideas suggested in this chapter are most feasible,
useful, and worthy of the energy required to implement them as part of your

program.

»» What You Will Learn in Chapter 8:
e What is a community coalition?
e How can communities support Project Northland?

e How to effectively engage volunteers

What Is a Community Coalition?

A community coalition is a group of people who work together to achieve one
or more community goals. One source defines it as “a collaborative union of
individuals and groups working together to achieve a shared goal.”! Successful
coalitions include individuals and organizations representing diverse interests.
Members are typically invited to join, rather than elected or appointed, though
an invited organization may designate which of its staff will participate.

Coalition goals typically include
¢ reducing alcohol, tobacco, and drug use and violence

¢ involving parents and other community members to support
prevention efforts

e supporting school goals for academic success

e supporting community efforts to reduce crime and problem
behaviors
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What Indicators May Help Predict a Coalition’s Success?
There are several indicators that can help you determine whether
or not a coalition is likely to be effective. These help a group to

coalesce, or come together, and support a sense of community:

B Sense of membership: Individuals must feel they belong
to the community and/or have an investment in the ideals of

the coalition.

B Mutual importance: Individuals believe that they are
valued by the group, and they value their participation in the

group and the contributions of other members.

B Shared views: While not all members will agree on all things,
there is a general convergence related to the group’s goals and

objectives.

B Bonding/metworking: Coalition members receive some intrin-
sic value from the experience, whether it’s a sense of belonging,
an opportunity to be among like-minded individuals, or the

opportunity to advance professionally, politically, or personally.

B Mutual responsibility for the community: Group members
have a sense that they are integral to the health and wellness

of their community and can be part of the solution.?

E A form of leadership that is mutually agreeable to its
members: Community coalitions require committed leadership.
Many, if not most, community coalitions function without their
own staffing. They utilize the time and talents of partner agency
staff and a pool of volunteers. Such contributions are an
“in-kind” match, an exchange of human capital or resources,
rather than cash. While many coalitions eventually become
private/nonprofit organizations (501(c)(3) tax exempt), many
continue to function under the fiscal authority of an existing
organization, such as a social service agency, school or school

district, city or county government, or faith-based organization.
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These indicators may be considered as building blocks. If you
choose to help initiate a new community coalition, you will want
to consider these same factors in recruiting and working with
coalition members. If you get to take part in the formation of the
coalition, you can use an understanding of these indicators to

help form and guide it to be effective.

What Do Community Coalitions Do?

Community assessment, capacity building, strategic planning,
implementing plans, and evaluating outcomes are all essentials
of coalition work. Assessment is the process of determining the
community’s prevention needs. Capacity building improves
the coalition’s capabilities by developing resources. After these
steps, the coalition is ready to develop, implement, and evaluate

strategic plans for using their resources to address their needs.

How Do Coalitions Operate?

Coalition members meet regularly to review data, target needs,
develop plans, and implement strategies to effectively reduce
underage alcohol use or achieve any other targeted goals.
Typically, coalitions meet on a monthly or quarterly basis. The
activities and needs of the coalition will dictate the amount of

face-to-face time members need.

Many coalitions function effectively by using online and
telephone conferencing options, list servers, and Web links to
accomplish tasks once reserved for meeting time. Keep in mind,
though, that while we are fast moving into a more tech-savvy
society, many people still prefer traditional “face time” with like-
minded peers. Balance is important and should be considered as
you plan how your coalition will communicate. You may want to
begin by using multiple methods—assessing the needs, interests,
and goals of the coalition’s members as you move ahead—to
learn how best to communicate with them both as individuals

and as a board.
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Coalition meetings are typically sixty to ninety minutes,
and they should be directed to concerns relating to the identified
issue: teen alcohol use. A coalition operates according to the
energy and desires of its members. In many coalitions, members
create task groups when two or more want to work on a specific
project, activity, or goal. Task groups, or subcommittees, allow
the processes to go forward with minimal disruption to the over-
arching strategic plan of the coalition. When subcommittees are
used, they should report back with updates and results to the

larger group, creating continuity and buy-in.

What Are Some Ways to Avoid Common Pitfalls
of Coalition Work?

E To stay on track, maintain leadership that is clear and firm.
It is important for the coalition’s leader to consider the
members’ depth and breadth of understanding of the project
and related issues as well as their commitment to staying on
track. It might be best to assume that most coalition members
will not have the level of knowledge, insight, or commitment
that the coalition coordinator does regarding effective preven-
tion strategies, the key objectives of the project, or the strategic
plan.

Exercise careful judgment in how you use even the most
capable of partners to ensure that the partner’s needs and
interests do not inadvertently interfere or contrast with those
of the project. More than one coalition has become “hijacked”
by well-meaning members who shift focus onto pet projects or

the “issue du jour.”

B Stay current, but maintain focus on your original long-term
goals. New trends will emerge, yet the coalition will need to
maintain its focus on defined long-term goals and avoid chasing
the inevitable hot topic of the day. Coalitions that focused on
alcohol use have found they could demonstrate considerably

lower rates of methamphetamine and other substance use.
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Many coalitions use a risk/protective factor approach. The
coalition’s broad mission is to reduce risks that lead to problem
behaviors and promote protective assets to build resiliency
among youth, adults, families, and systems. Within this model,
subcommittees or task groups can focus on emerging issues
and not derail the broader coalition work. All efforts will then
be toward a common goal while incorporating creative and

innovative approaches.

B Get to know the individual coalition members. What are their
specific interests and reasons for helping to prevent underage
drinking? What is the spark, passion, or personal experience
that brings them to the coalition? What personal or political
goals do they bring to the work? It is helpful for the coordinator
to know why each person is there and how his or her goals fit

with the group’s intentions.

Where Can I Learn More about Community Coalitions?
There are many resources available to help develop a new coalition,

or even to rejuvenate a tired, complacent one. A few examples -
PROFESSIONAL

follow: Il HIGHLIGHT

e Community Anti-Drug Coalitions of America (CADCA) is a “Our original grant had
good results. We wanted

to continue and expand,
capacity of community coalitions in their effort to create and s0 we wrote a second
grant. With the second
grant, it became more

501(c)(3) nonprofit organization that works to strengthen the

maintain safe, healthy, and drug-free communities. CADCA

supports its members with training and technical assistance, of a community effort
. . . . . . LR »
public policy advocacy, media strategies and marketing pro- with the coalition.
. COMMUNITY COALITION
grams, conferences, and special events. COORDINATOR

(MINNESOTA)

e Communities That Care (CTC) is a system developed by
dJ. David Hawkins and Richard F. Catalano that empowers
communities to use advances from prevention science to guide
their prevention efforts. Materials are publicly available for
download from the SAMHSA Web site.?

e SAMHSA’s Prevention Platform is an online resource devel-
oped by the Center for Substance Abuse Prevention (CSAP).
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The site includes a format to effectively navigate the Strategic
Prevention Framework.* Those who register have access to
an abundance of information and tools designed to assist in
the key areas of assessment, capacity building, planning,

implementation, and evaluation.

More information about these and other resources is provided
on the CD-ROM.

How Can Communities Support Project Northland?

Environmental Prevention Efforts Supported the
First Project Northland Communities

A key focus of the Project Northland authors’ community coalition
work was to incorporate environmental strategies to reduce access
to alcohol by changing the policies, practices, and ordinances of
communities, agencies, merchants, and police. Communitywide
task forces emphasized collaboration with existing organizations
and links with local groups to directly influence underage drinking.
This included discussions with local alcohol merchants about their
alcohol-related policies concerning young people and educating
them on policies such as identification checks and legal conse-

quences for selling alcohol to minors.
Their strategies included the following:
¢ Responsible Beverage Service training in all communities
e compliance checks

e reducing youth access at community festivals

policies to limit alcohol access in private homes

¢ ordinance changes, such as noisy assembly laws

' PROGRAM TIP

Before community organizing, the authors’ team introduced other environmental
strategies, such as community education, alcohol-free alternative activities for teens,
and community service activities. During this earlier phase, the provision of alcohol-
free youth activities was particularly successful.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.



Community Mobilization ™

Community organizing mobilized the community’s members
to support, initiate, and establish policies to reduce youth access

to alcohol in a systematic way:

B Action plans were developed by teams of community members
to indicate the methods and strategies they would use to
decrease the commercial availability of alcohol to teens in
liquor stores, bars, and convenience stores. Teams received
training on policy development and were provided with a

menu of potential actions.

B These performance objectives were developed:

® The community will develop capacity to address the issue

of underage access to and use of alcohol.

® The community will reduce the number of commercial

sources for alcohol that are available to adolescents.

e Policymakers and city government will strengthen the
communities’ alcohol policies and ordinances to prevent

youth access to alcohol.

e The police and owners of retail stores will enforce policies,

ordinances, and laws regarding underage drinking.

B Education was key to sustaining policy achievements. Citizens
and government officials needed to be aware of policies, and
the law enforcement agencies needed to be responsible for their

enforcement.

B Action teams brainstormed initiatives. They used three
questions to select initiatives with the greatest potential for

environmental impact:
1. How and where do students obtain alcohol?

2. What barriers can communities create to keep students

from obtaining alcohol?

3. How will my community know if changes take place at

the community level?
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“Family and community
interventions that have
been shown to be effec-
tive included a focus on
limiting youth access
to alcohol . . . Such
approaches need to
include not only the
adoption of laws and
ordinances, but also
their enforcement and
the development of a
strong social norm that
supports the intent of
such legislation.

For example, Project
Northland . . . included
efforts to reduce under-
age access to alcohol,
and . . . these efforts
were found to have
significant effects on
reducing drinking.” 8
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B Action teams used this framework in considering the third

question above and maintaining the focus on environmental

change:
e change targets groups, not individuals

e change targets key institutions, key businesses, or whole

communities

e change provides long-term solutions that will benefit

students both now and in the future®

Training was extended to community institutions. Each
community offered Responsible Beverage Service training for
managers of bars and liquor stores. This training included
specific policy options to implement within their stores to
reduce youth access to alcohol. Engaging merchants in owner-
ship of this issue promotes community efficacy and potential

support for future initiatives around youth access.

Consensus and enforcement—the purpose of these community
interventions was to foster community adoption of institutional
or policy solutions to underage drinking, separate from the
educational strategies directed at the adolescents. To be effec-
tive, alcohol policies need to be rigorously enforced, which was

more likely to occur with a strong public consensus.

Several strategies were used to encourage enforcement
of existing policies and to encourage the adoption of new
policies. Educational compliance checks (not for prosecution)
of age-of-sale laws, coordinated with local law enforcement,
were conducted to inform the communities and local mer-
chants of the ease with which underage youth could purchase
alcohol. Letters were sent to merchants from the local law
enforcement agency, notifying them of the compliance checks
and the failure of staff to enforce age-of-sale laws. Merchants
were warned that checks would occur again, at random.
Successive compliance checks were conducted with penalties

attached. The community action teams provided their compli-
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ance check results to evidence the lack of enforcement for
existing laws. The evidence was leveraged with city councils
to initiate the adoption of communitywide compliance check
ordinances and Responsible Beverage Service training as
well as administrative penalties for businesses that failed to

comply with age-of-sale laws.

' PROGRAM TIP

To conduct compliance checks in your community, you may want to use the
authors’ materials as a reference. These are found on the CD-ROM. .

B Media advocacy also played a role in defining the community’s

health agenda by
e raising the public profile of issues by bringing them to

the attention of the community

e conferring importance and legitimacy to the issues as

relevant to community concerns

e providing frameworks of meaning within which issues

are better understood

e disseminating public health information widely

Media involvement increased the visibility of the alcohol
access issue and environmental strategy options in the com-

munity. It supported the community action teams’ agendas.

® Youth action teams were formed to accomplish the youth

development objectives. These teams consisted of students
who voluntarily participated in training sessions and project
planning to reduce teenage alcohol use in their communities.
An adult counselor was hired to work with each youth action
team, and students from all Project Northland schools gathered
at retreat centers for daylong training. Students from all schools
were brought together to share their experiences and ideas, to

motivate each other to take action in their communities, and to
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“Some successful
programs, like Project
Northland . . . made
use of community media
as part of a multifaceted
campaign.”’
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learn the skills needed to address environmental conditions.
The training sessions focused on increasing knowledge about
environmental factors, options for revising school policies,
enforcement options, and building students’ confidence working
on this issue. The sessions exposed students to peers who had
taken action in their communities, and youth speakers were
invited to share their stories.

Upon their return to the communities, youth action teams
met with their adult coordinators to identify the environmental
conditions contributing to underage alcohol use in their own
communities. Each team then explored strategies to address
these conditions. Students were given the opportunity to choose
projects that addressed the problem and changed something in
the environment. They tested project ideas for feasibility and
created action plans. Adult coordinators provided resources to
keep the youth action teams on track with their projects. The
youth action teams were designed to be led by the students.
The adult coordinator’s role was to guide the students and
support their activities.

Youth action teams were given the opportunity to apply for
mini-grants to help implement their projects. This system was
chosen to teach students about grant writing, timelines, and
budgeting. On the grant application, they were also asked to
demonstrate collaborative efforts within community organiza-
tions. These efforts increased the students’ exposure, ownership,
and positive recognition.

An important part of Project Northland’s youth develop-
ment component was to increase positive recognition for teens
in the community. The media served as the main vehicle for
providing this recognition. Press releases by and about the
students featured their efforts. Featured highlights included
students’ recommendations to their communities for how to
reduce underage alcohol use and student planning of alcohol-
free activities for their peers. Positive recognition of students

and their activities helped recruit additional students to the
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action teams. Student leaders served as role models for
students in lower grades by speaking in classrooms and at
assemblies.

Prom, homecoming, and graduation are key times of the
year when students tend to drink alcohol and community
members tend to overlook underage drinking. Youth action
teams were encouraged to identify important environmental
conditions related to these events and plan to address those
conditions. Mini-grants were given for projects such as home-
coming tailgate parties, postprom parties, preprom dinners,
and graduation celebrations. The policies developed for these
events explicitly stated the expectations for attendees and
specific consequences that would occur if a student was caught

drinking.

' PROGRAM TIP

Prom time offers many opportunities for creative prevention efforts. Safety messages
can be printed on prom tickets and on stickers for florists to use on their boxes for
corsages and boutonnieres. Owners of tuxedo and limousine rentals, as well as hair
salons and other businesses, can be enlisted to help spread safety messages, too.

Community support contributed greatly to the success
of these events. Students proved that they were committed to
working on the issue and educated community groups about the
need for their involvement. Community members, impressed
with the students’ initiative, donated items such as door prizes
and food, gave volunteer support, and contributed to media
coverage. Many of these events became annual celebrations
because of the normative shift that occurred during one suc-
cessful year.

These community interventions early in Project Northland’s
implementation history affected environmental prevention
through community and organizational-level change. They also
empowered the at-risk group itself—the adolescents—to make

changes in circumstances important to their lives and their
health.
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Methods and Strategies for Youth Development

METHOD STRATEGIES

Youth development and * Form youth action teams in the schools with an adult liaison
skill development to support the groups.

« Train students in public participation and action strategies.

» Have youth action teams plan projects and activities to
address concerns.

Incentives « Increase positive recognition of teens in the community.

Modeling » Expose students to same-age peers who have taken
action in their communities.

Opportunities « Establish a grant-making system for students to receive
funds for projects.

Peer participation « Recruit students for youth action teams.

 Create student-led teams.

Norms for nonuse » Help students plan alcohol-free events and activities.

Strategies that focus on making community changes around access
to alcohol exemplify one way to create communitywide change. In other
communities, local needs, culture, norms, and climate help indicate the

best focus and approach for coalitions to use.

Coalitions Can Help Launch Project Northland

In an advisory capacity, the coalition may help identify key stakehold-
ers and enlist their support. In cases where Project Northland had been
the passion of a key board member, that person has worked to influence
school boards, city councils, review boards, recovery groups, and law
enforcement associations to ensure that the program would be used to

address the community’s needs.

Coalitions Can Help Build Capacity
The capacity of a coalition is defined by the talents and resources of its
members and affiliates. Therefore, effective coalitions include a broad

spectrum of experience and perspective. A federally supported program
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called the Drug Free Communities (DFC) Support Program offers
grant funds to community coalitions that designate drug- and

alcohol-use prevention as their primary focus. Promoting a model
that has been proven effective across the country, DFC coalitions
demonstrate substantial participation from volunteer leaders in

their communities.

These coalitions include representation from each of the

following twelve sectors:
1. youth (an individual eighteen or under)
. parents
. business community

. media

. youth-serving organizations
. law enforcement agencies

2
3
4
5. school
6
7
8. religious or fraternal organizations
9

. civic and volunteer groups
10. health care professionals

11. state, local, or tribal governmental agencies with expertise

in the field of substance abuse

12. other organizations involved in reducing substance abuse

The importance of youth representation warrants emphasis.
In keeping with the fundamentals of positive youth development,
and to avoid “tokenism,” a coalition should include a broad cross-
section of youth. Just as one adult could not speak for the whole
community, a single youth should not be expected to represent
the full spectrum of youth interests, personalities, and experi-
ences. Some coalitions engage an established youth-directed
body as an ad-hoc committee of the coalition, and then a sample
of youth from this group—maybe one to three representatives—
function as liaisons with the group, rather than as individual

decision makers.
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“I have the two biggest
counties, with 1,200
students in three grade
levels. Our rural coali-
tion has included 300
members—law enforce-
ment, students, people
from medicine, educa-
tion, and counseling;
there were politicians
involved two years ago.”

SUBSTANCE ABUSE COUNCIL
PROGRAM DIRECTOR (TEXAS)

105



M Program Guide

106

When building or expanding your coalition, keep in mind the

various sectors you want represented and how best to align your

needs with theirs. The following categories may be useful:

Youth: Middle, high school, and alternative school students;
student leaders; youth who’ve accessed services; and youth

who have been on probation all provide unique perspectives.

Parents: Those affiliated with traditional parent organiza-
tions, parents of youth in services, and foster parents offer a

range of relevant background experiences.

Business community: The stakeholders in this category
include employers in general and employers of youth, business
owners—including those that sell alcohol—donors, decision
makers in the community, chamber of commerce members, job
skills trainers, and members of service clubs such as Rotary,

Kiwanis, and Lions Club.

Media: Include the full spectrum of school and community
newspapers, radio, network or public access TV, and bloggers

in this category.

School administrators: Consider Safe and Drug-Free
Schools coordinators, special education directors, curriculum
directors, school counselors, assistant principals, behavior
specialists, prevention and intervention specialists, school

social workers, school board members, and others.

Youth-serving organizations: After-school staff, coaches,
youth club advisers, and the coordinators and directors of
local youth-serving organizations outside of school are all

invested in the future of young people.

Law enforcement: Patrol officers, juvenile crime detectives,
school resource officers, school and college security personnel,
juvenile judges, probation officers, and ATOD diversion court

coordinators are all part of the solution.
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B Faith-based organizations: Religious leaders, youth pas-
tors, Young Life or other nondenominational youth groups,
ministerial associations, and chaplains all offer meaningful
contributions. Find out who holds the most sway among the

targeted population.

® Health care professionals: Mental health and chemical
dependency specialists, pediatricians, emergency room staff,

and public health personnel offer valuable perspectives.

B Family services and at-risk youth program personnel

may contribute unique insights.

B The recovery community: This includes Alcoholics
Anonymous, Narcotics Anonymous, Alateen, Al-Anon, and
other Twelve Step groups. These include many individuals

who bring a special passion to their coalition work.

p RESEARCH FACT

Communities May Want to Restrict Alcohol Advertising

Research clearly indicates that alcohol advertising and marketing significantly impact youth
alcohol use. Alcohol advertising creates and reinforces positive beliefs about alcohol use. This,
in turn, increases teens' intention to use alcohol.® Alcohol advertising encourages youth to
drink.?

One study concluded that for each additional ad a young person saw above the monthly
average of twenty-three, he or she drank 1 percent more." For each additional dollar per capita
spent on alcohol advertising in a local market above the national average of $6.80, young
people drank 3 percent more. Another study of approximately 2,000 New Hampshire middle
school students who had never used alcohol showed that ownership of alcohol-branded
merchandise was significantly associated with increased likelihood of having initiated drinking
at follow-up."

Project Northland researchers examined outdoor alcohol advertisements within 1,500 feet of
sixty-three school sites. A total of 931 alcohol advertisements were found. Results showed that
exposure to alcohol advertising in the sixth grade was significantly associated with subsequent
intentions to use alcohol in the eighth grade. This association held even when taking into
account sixth graders who had never used alcohol.”
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Coalitions Can Help with Community Assessment

Chapter 3 of this manual, with its accompanying CD-ROM
materials, offers some information on community assessment. In
community work, as in all prevention programming, it is important
to accurately define the scope of the problem you seek to address.
An initial step is to define the geographic boundaries of the effort.
Is the coalition addressing a single neighborhood, a whole city,
or a larger area such as a whole county or tribal areas? Often,
coalitions affiliated with Project Northland programs focus on a

specific school district service area.

However the geographic boundaries are defined, the member-
ship of a coalition should match the demographics of the commun-
ity, including race and ethnicity, interest groups, service providers,
and decision makers. Consider the following in identifying the

diverse populations within your community:
e What races/ethnicities are represented in your schools?
* Do you have a growing immigrant population?
¢ Are there rural as well as developed areas to be represented?

¢ Are there special populations to consider, such as seniors,

industry-related groups, prisons, colleges, or tribal groups?

Once geographic boundaries are determined, coalitions must
gather and analyze data. Data provides a clear, objective view
of the community. Data also comes in a variety of forms, and it
ranges in terms of reliability. An anonymous author once said,
“Statistics can be made to prove anything, even the truth,” but
most social scientists—and funders—believe energies should
be spent on those issues that are statistically relevant to the

population.

Data analysis will help you identify key risk and protective
factors to target for planning coalition work to serve the commu-
nity. As they grow up, youth are exposed to a number of factors
that may either increase or decrease their likelihood of abusing
alcohol or engaging in other delinquent behavior. These are

referred to as “risk factors” and “protective factors.”
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Risk factors are any circumstances that may increase youths’
likelihood of engaging in risky behaviors. Conversely, protective
factors are any circumstances that promote healthy youth
behaviors and decrease the chance that youth will engage in risky
behaviors. Risk factors and protective factors are often organized
into five categories or domains:

e individual

o family

e school

® peer group

e community

The assessment process will lead you to discover which risk

and protective factors may be influencing your community’s youth.

Your coalition will want to explore available data to determine
the extent of impact those risk and protective factors are having
and their influence on the issues you have identified as your
focus. Once you have identified the risk and protective factors
to be addressed, you can turn your efforts to selecting proven

programs and strategies that effectively address them.

For most purposes of a Project Northland coalition, data
sources are going to be those relevant to the service area within
your targeted geographic boundaries. Regional, state, and national
data will help you compare your community’s data to the larger
group and similar communities. Some likely sources of useful

data are
e youth risk behavior surveys
e enrollment in chemical dependency programs
¢ hospital/ER admission data
e public health vital statistics
¢ law enforcement response logs
e juvenile justice crime data
DUI/DWI arrest rates

alcohol density reports

school attendance and dropout rates

school disciplinary data
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The data should paint a clear picture of the real and defensible
needs in your area. This process of collecting and analyzing
data will lead you to select demographics. For example, your
community strategies might target youth, parents, schools,

and/or the community as a whole.

Many coalitions will identify one or two groups on which to
focus in the early years of coalition work. For instance, in work-
ing with parents, a coalition may choose strategies that inform
parents with accurate and consistent information on health and
legal consequences of alcohol/drug use on youth, thus increasing
the parents’ capacity to establish expectations and rules for their

children.

' PROGRAM TIP

Instructions and resources for implementing these classic
Project Northland interventions are provided on the CD-ROM:

’ N * Form a student activity group. This is a student-led group, supervised by an adult,

a

o that plans alcohol-free social activities for teens. The group provides teens with
social support to avoid drinking alcohol and helps increase their awareness of
alternatives to drinking.

21 * Hold an Amazing Alternatives Fun Night. This event connects teens, parents, and
| other family and community members with the school for entertainment, socializing,
& and learning. It provides a model for alcohol-free fun where adults interact with

their teens and each other to learn about adolescent alcohol use and healthy
alternatives.
23 * Award gold cards. This program rewards students who agree not to use alcohol,
e tobacco, and other drugs, and it encourages their academic achievement, community
(&)

service, and participation in extracurricular activities. Coalition members, school
staff, or a task force work with local businesses willing to donate money, discounts,
coupons, or merchandise as club rewards, and they establish criteria for students
to earn and maintain card club membership.

Other Ways Coalition Members Can Support
Project Northland

As strategy partners, coalition members may be involved directly

in classroom implementation. Consider the following opportunities:

¢ A retired teacher may volunteer to support delivery of the

curriculum by “tag teaming” with the teacher. This coalition
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member may help with everything from making copies of
handouts to delivering the program in classrooms (with a

teacher providing appropriate management support).

A school resource officer knows that law enforcement
colleagues have presented D.A.R.E. but wants to do some-
thing backed by evidence that it will help in middle schools.
Project Northland can enable the police department to
continue this tradition of classroom delivery while employ-

ing strategies that have been proven effective.

Youth advocates—such as counselors, advisers, recreation
staff, and others—may assist with planning and delivering
Peer Leader training for Slick Tracy and Amazing Altern-
atives. These individuals bring experience and expertise
in positive youth development. They can help this select
group of young people grow successfully into their new role
as Peer Leaders and open doors to additional youth leader-

ship opportunities for them in the future.

¢ Partnering with a college or university will open up access
to students studying education, health promotion, psychology,
and/or social work. Communities have found great oppor-
tunities to engage older youth as role models for helping
to implement curriculum or in designing or delivering the

Peer Leader training experiences.

Coalition members can showcase student projects from
Slick Tracy and Power Lines. Consider having the coalition
host the Slick Tracy Poster Fair, complete with guest

speakers, prizes, and refreshments.

There are also many ways that coalition members can par-
ticipate as collateral support to the classroom-based programs.
With each of the curricula—Slick Tracy, Amazing Alternatives,
Power Lines, and Class Action—there are multiple opportunities
for meaningful involvement without burdening coalition mem-

bers with the traditional demands of implementing curriculum:
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“Our office does a lot

of prep for the teachers.
We’ve created crates for
classroom teachers with
curriculum, supplies,
copies of the student
materials, laminated
game cards, etc. The
coalition’s office main-
tains these.”

COMMUNITY COALITION
DIRECTOR (ILLINOIS)
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it PROFESSIONAL
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“We’ve assembled packets
with background materials
for specific Power Lines
projects. These include
video clips, people resources
in the community—such as
a judge or a pediatrician to
discuss FAS—and other
resources for the teacher.”

COMMUNITY COALITION DIRECTOR
(ILLINOIS)
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Local businesses may sponsor a sixth-grade class by under-
writing the cost of their Slick Tracy comic books. Insurance
agents have been particularly amenable to this initiative,
as they know all too well the cost of alcohol abuse. A sticker
with the agent’s name may be applied to the cover with

a message such as “The Slick Tracy participation of Mr.
Williams’s class is supported by Ellen Greene of Acme
Insurance.” Business partners may be interested in offer-
ing support with other materials, too, such as incentive
prizes, poster and project supplies, Peer Leader training
materials, refreshments, curriculum materials for new

teachers, and more.

For Power Lines, many of the “experts” that eighth graders
will need to interview may be represented within the
coalition. Helping to connect coalition members with these
students will facilitate project development and encourage
meaningful and appropriate involvement by the adult

representatives.

The coalition could host a special Project Northland gradu-
ation—perhaps incorporating presentation of Power Lines
projects—and invite community members and the media.
This event could take place at the end of either Power Lines
or Class Action, and it may be designed in a way to help

transition middle school students to their new high school.

Coalition members may also be—or have family members
who are—lawyers and judges who can volunteer or recruit
volunteers. For example, bar association volunteers have
sometimes helped students prepare their cases for Class
Action. Also, college and graduate school professors may be

interested in having their students help with the program.

Coalition members may invite youth to present their
posters, projects, or presentations to service clubs, school
boards, city councils, or county planning boards. This

reinforces the social influence/advocacy model and brings
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young people further into contact with the systems that

influence community behavior.

¢ Coalition members can work to support the National
Minimum Drinking Age Act, maintaining the minimum

legal drinking age of twenty-one.

}) RESEARCH FACT

Communities That Support the Minimum Drinking Age Act Save Lives

Since the National Minimum Drinking Age Act (NMDAA) established twenty-one as the minimum
legal drinking age, the National Highway Traffic Safety Administration has shown that drunken
driving fatalities have decreased by 13 percent among eighteen- to twenty-year-olds.” Other
studies have shown the age twenty-one drinking law has also reduced youth drinking in general.™
In addition, studies have shown that during the time when some states had a lower minimum
drinking age, the suicide rate of eighteen- to twenty-year-olds was higher in states with a mini-
mum legal drinking age below twenty-one.” In fact, a review of existing programs and policies
indicates that increasing the legal age for purchase and consumption of alcohol to age twenty-
one has been the most successful campaign to reduce drinking among teenagers and young
adults.”

Despite subsequent debate about lowering the drinking age to eighteen to lower binge drinking
among underage youth, higher rates of drinking among youth and young adults is not due to
having a high minimum legal drinking age of twenty-one, but due to lack of enforcement of
the current law.” The legal minimum drinking age of twenty-one helps prevent motor-vehicle
traffic crashes, as well as alcohol-related injuries, suicide, homicide, assault, drowning, and other
problems among teenagers and young adults. Studies of effects associated with lowering New
Zealand’s legal drinking age from twenty to eighteen showed an increase in the number of
intoxicated eighteen- and nineteen-year-olds—as well as the number of intoxicated fifteen- to
seventeen-year-olds—admitted to emergency rooms.™

How to Effectively Engage Volunteers
Celebrating the Participation of Each Individual
Helps Keep Everyone Connected
When engaging coalition members, be mindful of some basic
tenets regarding the “care and feeding” of volunteers. These
people, like anyone else, want to be put to good use and believe
they have something to contribute. Otherwise, they wouldn’t
be there. Investigate the resources each person brings to your
team. Also, remember that not everyone gives equally or in the

same way.
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Find out both the “traditional” and “nontraditional” skills of
each coalition member. An involved parent might also offer the
services of his or her own catering business; the principal’s wife
might be a professor with university students seeking evalua-
tive research experience; the art teacher might have a graphic
design business on the side; a coach might be willing to share
access to passenger vans as needed. When building capacity, it

helps to think outside of the proverbial box!

Regardless of how greatly (or minimally) the coalition and
its members participate, be sure to recognize their contributions.
Appreciative gestures go a long way to validate givers and keep
them coming back. Such gestures may include thank-you letters,
certificates, cards from students, an annual volunteer reception,
printed acknowledgment in newsletters or programs for special
events, and more. Always keep in mind that the involvement of

coalition members is in addition to their other responsibilities.

Successful coalition coordinators have a bag of tricks to keep
things interesting, new, and meaningful for volunteers. People
want to contribute, yet there are often many interests competing
for their limited time. Volunteers need to experience some intrinsic
gain and/or believe that they are integral to the project in order

to stay connected. Here are some tips from established coalitions:

B Mentors: When new coalition members join, match them with

an experienced member to help them learn the ropes.

E “Breakfast of Champions”: Hold an annual breakfast meeting
or after-school reception to celebrate successes and distribute
thoughtful awards. Use this event to bond within the group.
You might broaden your network by inviting others from the

community.

B Volunteer survival kits: Give a clever, fun, and cost-effective gift
to amuse volunteers and recognize the multitude of talents and
experience they bring to the group. For example, place these
items in a plastic bag with the following label (shown on the

next page).
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VOLUNTEER KIT

* MARBLES in case someone says you've lost yours!

* A BAND-AID because you are called in to fix the scrapes.
* AN ERASER to clean up those mistakes.

* A PENNY so you'll never have fo say, "I'm broke."

* A RUBBER BAND to stretch beyond your limits.

* A PAPER CLIP to keep things from falling apart.

* A (HERSHEY'S) HUG to say thanks!

* A (HERSHEY'S) KISS because the hug left you wanting more!

m Use your creativity to make it fun, and include items to
reflect and respond to the personality of the community and

individual members. For example:
¢ Penny for your thoughts
e Paper clip to help you hold it together

¢ Chocolate mints because, as the saying goes,

you’re worth a mint!

B Coffee mugs: Although it requires a little investment, the
gesture of creating personalized mugs and keeping them
at the coalition’s meeting place demonstrates value and creates
connections to a shared space. Having one’s own mug at each
meeting reinforces the sense of belonging. These also function
as an easy visual reminder of who is in attendance and what
their names are. You can put small prizes in mugs from time
to time, to recognize special efforts of individual coalition
members or to commemorate milestones such as birthdays

and special accomplishments.
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B Star features: Consider highlighting a different coalition
member each month or quarter in your newsletter. Conduct an
informal interview of the individual and write a short piece
that includes some information outside their professional or
coalition life, such as hobbies, favorite sports teams, talents,
dream vacation, or family. This helps coalition members see
themselves and others as more than representatives on the
board, and it takes the coalition’s sense of community to
another level. This, in turn, increases commitment to the
group. It may also serve you well in extending your resource

list of talents represented among the group.

Avoiding Under- or Overutilization of Volunteers
Helps Maintain Enthusiasm

Consider your volunteers your greatest asset and, with little
exception, try to reserve each one for the tasks to which they
are best suited. Even the best-hearted volunteers will tire if

they feel under- or overutilized.

B Underutilized refers to either having people work below their
capacity or not engaging them often enough for them to feel
ownership of the effort. From time to time, every volunteer
logs his or her hours stapling, folding, and stuffing envelopes,
but assign this type of work with caution. If you have experts
sitting at your table, engage them in activities that utilize
their skills. These might include public speaking, advocacy,
public policy work, writing, design, technology, and other
talents helpful to your work.

B Overutilizing a coalition member may cause her or him to
burn out or believe she or he is becoming like staff to your
program. A coalition member who has teaching skills may
not relish the opportunity to teach Project Northland full
time; maybe she or he retired to make time for other things.
A successful fund-raiser or event planner may enjoy such
work and give graciously, but not appreciate the expectation

of being involved this way for every event.
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Sometimes overutilization involves asking too much in
terms of responsibility rather than workload. Consider the
related issues likely to come up when supervising youth
or other adults: transporting materials, phone expenses,
mileage, and others. Also keep in mind that not all volun-
teers will embrace each and every task affiliated with your
project. Be mindful of accommodating volunteers’ needs

and abilities.

Summary

Community coalitions can be great supporters of Project North-
land, and community involvement greatly enhances program
effectiveness. You may have the opportunity to work with an
established coalition, help strengthen an existing coalition, or
form a new one alongside your program. Since coalitions differ
widely, as do communities, there is no “one size fits all” approach
to either developing a coalition or engaging an existing one. Start
by building community support upon the strengths you identified
in chapter 3.
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Yours is the face and voice of Project Northland in your community. This
chapter offers ideas about communicating effectively to build relationships

that promote and support your program.

»» What You Will Learn in Chapter 9:
e What modes of communication will engage the community?
e How can I communicate best with different stakeholders?

e How can I work effectively with the media?

What Modes of Communication Will Engage the Community?

To build the community connections that will launch and sustain your program,
you want to communicate effectively with all the stakeholders: teachers, students,
parents, administrators, school board members, business owners, public safety
personnel, emergency service providers, physicians, policymakers, and other

community members. These modes will shape your communications:

Introducing: Let people know what Project Northland is, why it is effective,

and why it is needed.

Informing:  Educate community members about the seriousness of underage
alcohol use and its consequences, as well as the importance of
effective prevention during middle school. Explain how prevent-
ing, delaying, and reducing alcohol use during adolescence will

benefit the community.

Listening: Hear what teachers and others say, need, and want throughout
the program. Respond thoughtfully, in a way that reflects your

understanding of their messages.
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Connecting: Let others know how they can get involved with
Project Northland.

Publicizing: Build excitement for the program among teachers,
students, parents, and other community members

before the program starts.
Training: Coordinate staff training. Train Peer Leaders.

Promoting: Promote the program by announcing and celebrat-
ing its successes. Share stories and outcomes that

demonstrate progress.

Thanking: Acknowledge and appreciate the work of teachers,

students, volunteers, and others.

How Can | Communicate Best with
Different Stakeholders?

Students

e Let students know that Project Northland is coming and when,
through the use of
— posters

— flyers

e-mail alerts

school Web notices

table tents in the cafeteria

¢ Use these to build feelings of interest and positive anticipation:
Students can look forward to comic books in class, fun events,

and activities in the community.

Teachers

e Help teachers look ahead to assimilate Project Northland into

their curriculum.

¢ Help teachers find the most convenient time of year for the

project.

¢ Promote the program to teachers: Show them how Project

Northland will not just be another obligation but a boost to
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teachers’ other work, a program that could make a difference in
student attendance, attention, and success in teachers’ classes

immediately and over time.

Parents
e Send announcements home to parents through flyers, a mention
in the school newsletter or newspaper, and/or e-mails. 24a

¢ Do more than send a letter letting parents know about Project
Northland; get them on board by asking for volunteers and
input.

¢ Demonstrate to members of your parent-teacher organization
that Project Northland is a worthwhile program that will make
a difference to their school and the families in it. Gain their

support.

Administrators
¢ Gain administrators’ support and awareness of the program.
¢ Build relationships with administrators.

¢ Help administrators realize that it is necessary for teachers to
have release time for training and for teachers and students

to take time to implement the program in their school.

¢ Help administrators see how the program can improve or
enhance their school’s attendance records, grades, test scores,

and profile in the community.

School Board
¢ Gain the school board’s awareness and support for the program.

¢ Show the school board that Project Northland can be a flagship
program that builds connections between schools and students

while increasing the safety of the community and the results of
the schools.

Beyond the School: The Community

¢ Contact individual community members who may be good con-

tacts for students working on the curriculum: potential class
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speakers, shop owners who may display posters for alternative

event nights, and so on.

¢ Build relationships and gain support within professional and
political groups that are working toward common goals (reduc-
ing alcoholism, reducing alcohol access to underage drinkers,
reducing alcohol-related fatalities). Such groups may become
partners in work on Power Lines.

¢ Contact associations and organizations who have a vested
interest in the program and may support it through gifts of
money, publicity, time, tours, speakers, and more:

the local bar (lawyers’) association

the police station

service clubs

— local merchants’ associations

— faith communities

Media

¢ Build relationships with appropriate people (school beat, event
announcements, columnists) at local/community newspapers.
You may want to be able to call on these people later to ask them
to write a story or a column on Project Northland activities and

their impact or to list Amazing Alternatives event nights.

e Contact local radio stations to see if they will promote the
program for free or sponsor a contest for the best alcohol-use

prevention poster or alternative event.

Funders

¢ Let potential and existing funders know about the strengths

and promise of the program.
e Keep funders up-to-date on project timelines and events.

¢ Invite funders to the Slick Tracy Poster Fair, the Amazing

Alternatives Fun Night, and other events.

¢ Clip any newspaper articles about Project Northland activities
or results to send to funders. If the publicity is online, e-mail

links to funding contact people.
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¢ Send funders evaluations and data that demonstrate progress

made by your program.

How Can | Work Effectively with the Media?

What Benefits Come from Working with the Media?
Local media can help you broadcast your news and achieve your
communication goals on a wider scale. Reasons to work with the

media include the following:

¢ to raise awareness in a community about the need to reduce

youth alcohol use

¢ to generate interest and support among policymakers and the

community at large in reducing youth alcohol use

* to explain what Project Northland is and why it is a good fit

for your community
¢ to build anticipation for upcoming Project Northland events
¢ to inform people of Project Northland activities and other news
¢ to recruit volunteers and sponsors to support your program

¢ to lay groundwork for broadcasting or publishing student

projects

What Media Might I Engage at No Cost?

® Newspapers: Daily newspapers, weekly community
papers, and school papers may inter-
view you, publish statistics or a posi-
tion statement of need, update the
community on Project Northland
events, or describe student curriculum

activities.

® Radio and television: Local news programs, public access,
community-supported stations, inter-
views on local talk shows, and school
programming can all be good outlets
to explain the need, describe the

program, and celebrate successes.
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B Bulletins/Newsletters:

® Electronic Media:

Many organizations, such as religious
congregations, business groups, public
service agencies, and special interest
groups have newsletters or bulletins

in which you could publish announce-
ments, short articles, or calls for

participation at no charge.

Web-based newsletters, bulletins,
blogs, and other electronic media
also provide many great opportuni-

ties for promoting your program.

What Are Some Strategies for Gaining Media Access?

B Write a media release.

Use media releases to announce an event or report progress

on a project. Send media releases to print, broadcast, and

Web-based media. Reporters will rewrite the release to fit

their format and needs.

MEDIA RELEASE

[YOUR ORGANIZATION]
IYOUR ADDRESS INCLUDING ZIP CODE]
[YOUR PHONE NUMBER]
[YOUR E-MAIL)

ead)

NAME, PHONE NUMBER]
ASE DATE]

FE— e 24b

How to Write a Media Release

IYOUR ORGANIZATION]
IYOUR ADDRESS INCLUDING ZIP CODE]
[YOUR PHONE NUMBER]

IOUR E-MAIL)

At the end of your release,

''''' : — B (24c
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B Write a letter to the editor or an opinion column.
For example, if the city council votes against a new penalty
for liquor stores that sell alcohol to minors, write to express
disappointment in the council’s actions. Other readers’ letters
and columns in response can make for a lively community
debate. Extend the impact of a particular news story by
encouraging parents and others involved in Project Northland
to write letters to the editor on the issue. If Project Northland
is already under way, you may encourage students to write
letters and/or use students’ projects and statements in support

of your arguments.

® Write a monthly column.
Propose the idea of a column to the editors of school and local
newspapers. A column would help keep Project Northland and
the issue of underage alcohol use in the public consciousness.
You can let students, teachers, parents, administrators, or
community members be guest columnists; use facts from the

curriculum; or use examples from students’ work.

E (Call a news conference.
Increase your chances of getting your news conference coverage
by offering something more visually interesting than “talking
heads.” For example, if local law enforcement conducts compli-
ance checks at liquor stores, display all the alcohol purchased

out of compliance.

E Invite the media to Project Northland events.
When you host a community launch party, Slick Tracy Poster
Fair, Amazing Alternatives event, Power Lines project share-in,
or Class Action mock trial, invite photographers and reporters

from school and local news media to cover the event.

® Be a news source.
Gather statistics on youth alcohol use in your community and
prepare fact sheets for reporters or volunteers who will write n
news releases or assist reporters. The fact sheets could include &

the health-related consequences of youth alcohol use and infor-
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mation on Project Northland. When reporters need someone to
interview or background information, respond as thoroughly
and quickly as possible. Become a reliable, credible source of

information.

Build media relations.

Learn media deadlines for news releases and other ways to
make reporters’ and editors’ jobs easier. Don’t assume that
reporters will cover a story just because you sent a news
release. Follow up after sending a release. Ask if they have
any questions. After receiving positive news coverage, call to

express your appreciation or send a thank-you note.

Suggest news stories.

Take note of which reporters are writing about topics related
to youth alcohol use and what topics are current. For example,
if the issue of teenage pregnancy is making headlines, suggest
a story connecting efforts to reduce underage alcohol use with
fewer teenage pregnancies. Consider a new angle to attract
the attention of a reporter other than the health or education
reporter. For example, the crime reporter might be interested
in the connection between vandalism and underage alcohol
use, or the business reporter might be interested in what local
businesses can do to prevent underage alcohol purchases and

how they can benefit from taking this action.

Summary

Your Project Northland communications will inform, inspire, and
draw people in. Local media can support your message, so working
with them is well worth your while. Connect with people face-to-

face, across airwaves, and online to promote your program.
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Program Evaluation

Ongoing evaluation is the key to quality implementation and continued
support for your Project Northland program. This chapter will help take the
mystery out of conducting your own evaluation, contracting with an external
evaluator, or undertaking some combination of both approaches. Equally
important to doing evaluation is using the data you gather to make program
improvements and communicate your successes. This all begins with developing

a strong evaluation plan to go along with your implementation of Project
Northland.

p» What You Will Learn in Chapter 10:
e Why devote resources to evaluating our program?
e What basic evaluation terms should I know?
e Who should perform the evaluation?
e Gathering evaluation data: when, what, and how?
e How do we report our evaluation results?

e What additional tools may help with Project Northland evaluations?

Why Devote Resources to Evaluating Our Program?
Evaluation is necessary in order to
e highlight successes and areas for improvement
e know what parts of implementation are going well

¢ know where you may be able to make adjustments that will improve
outcomes

e update funders, parents, community members, and teachers
e build enthusiasm

e build the case for program expansion and addressing newly identified
needs
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“Fidelity is not perfect,
but it’s improving, and
improved fidelity is
correlating to improved
results.”

DIRECTOR OF PREVENTION
PROGRAMS (FLORIDA)
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These benefits make evaluation essential to long-term success and

sustainability—and well worth the time and money required.

' PROGRAM TIP

Are Some of the Staff Uneasy about Evaluation?

It may help to remind people that the purpose of program evaluation is neither
testing nor judging. Evaluation is for learning how to make your Project Northland
program the best it can be and to help students make healthy decisions regarding
underage alcohol use. It can help teachers learn how to improve their instruction,
and it can demonstrate the success of their efforts. Used effectively to guide your
program, your evaluation findings will give you plenty of reasons to celebrate!

What Basic Evaluation Terms Should | Know?

In developing your Project Northland evaluation plan, you will
want to consider two main types of evaluation: outcome evaluation
and process evaluation. You will need to establish short-term,
intermediate, and long-term goals. Additionally, you will need to
identify the baseline measures, indicators, and benchmarks you
will use to determine the extent to which you are meeting your
goals. In order to do this, you will also need to identify what

quantitative and qualitative data you will collect.

Outcome Evaluation

Outcome evaluation is focused on end results and is sometimes
referred to as summative evaluation. For example, it asks whether
implementation of Project Northland is meeting or has met its
main goals, like reducing underage drinking. Outcome evaluation
looks at the impact or changes that result from a program.
Some outcomes—Ilike delaying the onset of alcohol use—must be
measured over long periods of time to fully determine the effects
of the program. Because the kinds of change that you are trying
to initiate take time to occur, it is important to establish bench-
marks along the way. Behaviors around alcohol use are good
examples of areas in which it is important to have short-term,

intermediate, and long-term goals, such as reducing rates of
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underage drinking during the past thirty days, during the past

year, and until youth reach age twenty-one.

' PROGRAM TIP

There are at least two main outcomes you will want to assess for Project Northland:
1. Student-level change: Has the program changed student attitudes and behaviors
regarding alcohol use?

2. Community-level change: Has the program decreased the ease or frequency of
alcohol access for the community’s teens?

Community-led compliance checks are both useful and measurable. See page 141 for
information about sample data collection forms.

Process Evaluation

Process evaluation looks at how your program is being imple-
mented and is also referred to as formative evaluation. The
value of process evaluation should not be underestimated,
especially when replication of an evidence-based program like
Project Northland is the goal. As you know, Project Northland is
built on many years of research about effective alcohol preven-
tion strategies. Closely following instructions for implementing
key program elements is termed “fidelity.” The fidelity with which
the program is implemented is likely to be related to outcomes.
The more completely the Project Northland guidelines are fol-
lowed in your community, the more likely you are to achieve the

same strong results that have been achieved in other communities.

' PROGRAM TIP

It is important to have an understanding of student participation, the level of
program implementation in classrooms, and the level of satisfaction that teachers
and students have with the program.

Duplicating this page is illegal. Do not copy this material without written permission from the publisher.

129



M Program Guide

130

Short-Term, Intermediate, and Long-Term Goals

When evaluating what you have accomplished, you will want
to discuss your results in terms of activity that can be observed
over time. Therefore, you will want to establish short-term,
intermediate, and long-term goals as a means for assessing your
progress. How these periods are defined depends on your overall
time frame. When implementing a program such as Project
Northland, you might want to consider at least a three-year
horizon. Short-term goals are what you expect to happen over
a relatively brief period of time, such as the change that you
expect to see during a semester. Intermediate goals can be those
changes or events that you expect to occur from year to year.
Long-term goals would be those that you plan to meet by the
end of the implementation period.

Baseline Measures

In order to evaluate change, you must know where you started.
This initial data collection is referred to as your baseline meas-
ures. You use baseline measures as comparisons to gauge your
program’s effectiveness over time. Baseline data is often the
same information you collected during your needs assessment—
to get a sense of community and student attitudes and behaviors
around underage drinking—back when you selected Project
Northland to help your community address these concerns. If
there are any key pieces you did not collect then, you will want
to gather that information before you start the program. Baseline

measures need to be collected before any program activities begin.

Indicators

In order to determine whether the project is meeting its goals,
you will use indicators. Indicators, sometimes called performance
standards or data elements, are the measures or signs that you
use to determine if you are progressing toward your goals. They
tell, for example, the number of Project Northland sessions taught
to students, the number of students who participated in all of the

sessions, the degree of teacher satisfaction with the instructional
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materials, and parent perceptions about the Project Northland
activities done with their children. Indicators link your data
with your goals. They are the items of information that indicate

the extent to which your program is succeeding

Benchmarks

The specific targets of change, increase, reduction, or satisfaction
that you hope to achieve are your benchmarks. You do not want
to wait until the end of your implementation period to find out
how successful you have been, so it is important to establish
benchmarks for what you plan to achieve along the way. If your
indicators reach the benchmark levels, then you know that your
program is on the right track to yielding positive results. If the
indicators show that your benchmarks are not being met, then
you need to decide on program implementation changes that
are likely to position you for greater success. For example, if the
percentage of parents completing homework assignments with
their children is lower than what you would like to see, you might
host a parent meeting or make phone calls or home visits to
encourage greater parent involvement in Project Northland

activities.

Quantitative Data

Quantitative data includes information that can be measured as
a series of numerical values. It is usually collected in a standard-
ized manner, such as through a survey or from official records.
Frequently, indicators are merely counted and used to describe
what has taken place, such as the numbers of students being
served, students in certain demographic groups (age, ethnicity,
native language), the number of teachers who use all key pieces
of the program (a fidelity measure), or the number of alcohol-
related car crashes over a certain period involving underage
drivers. Statistical methods determine the significance of results—
that is to say, the likelihood that your results were not purely due
to chance. This is often done when comparing data, such as the
rate of binge drinking among students participating in Project

Northland compared to the rate of their national counterparts.
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If indicators of success
reach benchmark levels,
then the program is
yielding positive results.
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Qualitative Data

Qualitative data is more experiential information that is used
to identify recurrent themes and patterns expressed or demon-
strated by the individuals being studied. It is usually collected
through interviews, classroom observations, focus groups, photo-
graphs, or case studies. A critical aspect is the flexibility respon-
dents have in answering questions. The purpose of qualitative
data is to help increase understanding of what is being examined,
rather than obtain a precise measurement. This would include
data related, for example, to what teachers, students, parents,
and other community members have to say about different
aspects of the program, what they like or do not like about the
curriculum, how they describe the ways in which their attitudes
and behaviors have changed as a result of participating in Project
Northland, and levels of program participation.

Who Should Perform the Evaluation?

Evaluations done by the program staff or coalition volunteers
are generally referred to as internal evaluations. Evaluations
done by a college, university, or consultant are generally referred
to as external evaluations. There are pros and cons to using one
approach or the other. Therefore, an approach that involves a
combination of the two, known as participatory evaluation, is
gaining in popularity. The chart on page 133 outlines some of
the main factors to consider in deciding who should be involved in
evaluating your implementation of Project Northland—objectivity,

credibility, expertise, usefulness, success, and cost.

While you may have the expertise and time available to per-
form an internal evaluation of your Project Northland program,
some funders may require that you use an external evaluator.
Even if it is not required, you might want to consider hiring an
evaluation consultant if you have a need for assistance with
data collection (for example, in developing surveys and question-

naires, conducting a focus group, or interviewing key informants),
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if you need help with the statistical analysis or coding of your

data, if the program is under close scrutiny from critics, or if the

focus of the evaluation is unclear.

If you decide to hire a consultant, you will still need to allocate

time for making sure that the consultant understands how your

Project Northland program functions and what information will

be most useful for you to get from the evaluation. In selecting

an evaluator, you might want to consider which of the program

situations in the chart on page 134 best reflects your own situa-

tion and the skills you will want your evaluator to possess.

Comparison of Internal and External Evaluation

INTERNAL EVALUATION

EXTERNAL EVALUATION

Objectivity Can be perceived as being less objective Usually perceived as being more objective
about the program because of lower level of
direct connection with the program
Credibility Can be seen as less credible due to lack of Usually perceived as more credible, provided suf-
evaluation expertise ficient time is taken to understand program
functioning
Expertise Skilled and knowledgeable about program Skilled and knowledgeable about evaluation
functioning
Usefulness May be more useful because of familiarity May be less useful because of lack of familiarity
with the program with the program
Success May be more successful in getting support May be less successful in getting support from
from other program staff other program staff
Cost Less expensive More expensive
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PROGRAM SITUATION

Controversy over the
program and how to
evaluate it

Choose an Evaluator with the Right Skills

CHALLENGE EVALUATOR SKILLS TO LOOK FOR
Facilitating different points of view « Conflict resolutions skills
» Team-building skills

* Neutrality and objectivity

Highly visible program

Dealing with publicity, reporting findings * Public presentation skills
in a political environment » Experience with media and politicians

* Credible reputation and experience

Flexible, highly
dynamic program

Adapting to rapid changes in context, * Tolerance for ambiguity
issues, focus « Flexibility

« Skills in qualitative methods
¢ Quick learner

Collaborative program
(team effort)

Managing people » Team-building skills
« Ability to focus and direct progress
» Experience in participatory evaluation

134

Source: Adapted from materials by the W.K. Kellogg Foundation and CSAP’s Western Center for the Application of Prevention Technologies

Gathering Evaulation Data:
When, What, and How?

Program evaluation is something you must begin to consider from
the earliest planning stages of your implementation. Evaluation
data feeds into your ongoing needs assessment and resource
development activities, thus ensuring the sustainability of your
Project Northland program. Your evaluation plan should include
information about how frequently you will collect, analyze, and
report on various program indicators. An Evaluation Action Plan
form is provided on the CD-ROM accompanying this manual.
Some indicators, generally parts of your process evaluation, may
warrant monthly or quarterly assessments. For example, one of
your funding agencies may require regular reports on the num-
ber of students served and the number of hours spent delivering
Project Northland. Outcome data and some other pieces, such as
community readiness surveys and parent focus groups, might

only be collected annually or even every other year.
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Project Northland Evaluation Action Plan

Government Performance and Results Act (GPRA)
Requirements

The Government Performance and Results Act of 1993 (P.L..103-
62) requires all federal agencies to set program performance
targets and report annually on the degree to which the previous
year’s targets were met. Congress uses this information to deter-
mine funding priorities each year. The performance targets vary
by agency and program. Therefore, it is very important that you
know what the reporting requirements are if you receive federal
funding. GPRA requirements for two programs that often help

to implement Project Northland are provided below.

The U.S. Department of Education has established the
following three GPRA measures as indicators of success for the
Grants to Reduce Alcohol Abuse (GRAA) program:

1. The percentage of grantees whose target students show

a measurable decrease in binge drinking

2. The percentage of grantees that show a measurable
increase in the percentage of target students who believe
that alcohol abuse is harmful to their health

3. The percentage of grantees that show a measurable
increase in the percentage of target students who

disapprove of alcohol abuse
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The Office of National Drug Control Policy (ONDCP) and
Substance Abuse and Mental Health Services Administration

(SAMHSA) use the following four core measures to meet the

& PROFESSIONAL GPRA requirements for the Drug Free Communities (DFC)
HIGHLIGHT

v Support Program:

“Seventy-five percent of

the comparison group 1. Past Thirty-Day Use

students did not use
marijuana in the last
twelve months, while tobacco, or marijuana at least once in the past thirty
90 percent of the eighth-
grade Project Northland
group reported no use.”
WILDER RESEARCH (MINNESOTA)

¢ The percentage of respondents who report using alcohol,

days

2. Average Age of Onset

e The average age that respondents report first trying

alcohol, tobacco, or marijuana

3. Perception of Risk

e The percentage of respondents who report that regular
use of alcohol, tobacco, or marijuana has moderate risk
or great risk
— Regular use is defined for alcohol as one or two drinks

of an alcoholic beverage (beer, wine, liquor) nearly
every day.
— Regular use is defined for tobacco as one or more

packs of cigarettes a day.

— Regular use for marijuana is not defined.

4. Perception of Parental Disapproval
e The percentage of respondents who report their parents
feel regular use of alcohol is wrong or very wrong
¢ The percentage of respondents who report their parents
feel any use of cigarettes or marijuana is wrong or very

wrong
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A Guide for Reporting the Four Core Measures Required of
Drug Free Communities Support Program Grantees was developed
to help DFC grantees accurately collect data on the four core
measures. While intended for DFC grantees, this guide may also
be useful to you in identifying or developing survey instruments
to collect your evaluation data. The guide provides an overview
of the questions that will meet the core data measures most
commonly used by DFC grantees, questionnaire-specific examples
of questions and how to report the data generated by them, and

additional resources.

Another resource for collecting this type of information is the
Substance Abuse Risk and Protective Factor (SARPF) Student
Survey made available by the Center for Substance Abuse
Prevention at no cost. Other questionnaires that meet the core

measures are the Communities That Care (CTC) Youth Survey

and the Pride Risk and Protective Factor Survey. Information
about all four surveys described above is available on the CD- o
ROM.

Comparison Data

Monitoring the Future is an ongoing study of the behaviors,
attitudes, and values of American secondary school students,
college students, and young adults. The Youth Risk Behavior
Surveillance System (YRBSS) also monitors priority health-risk
behaviors among youth and young adults. Both of these organi-
zations provide annual national data back to 1991 that can be

compared with your local data.

Statewide surveys of adolescent attitudes and behavior
related to health, education, and prevention exist in most states.
This data is also useful for helping to determine how underage
drinking in your community compares with that in other parts

of the country. Some existing surveys of this sort are listed on
the CD-ROM.
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You may also want to compare your outcomes with the results
of the original Project Northland study done by the University
of Minnesota’s Division of Epidemiology & Community Health.
Those results showed that, relative to students in the control
group,

e Project Northland participants demonstrated reduced

levels of alcohol, marijuana, and cigarette use, and they

displayed more resilient behaviors.

e Students who participated in Project Northland showed
30 percent lower weekly drinking and 20 percent lower

monthly drinking.

e Over time, they engaged in 27 percent lower cigarette use
and 27 percent lower alcohol use by the end of eighth
grade.

'TI PROFESSIONAL HIGHLIGHT
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Effective Evaluation Informs ROE’s Implementation

The director of one ROE’s (regional office of education) implementation shares helpful tips for Project Northland
evaluation:

We have done our outcome evaluation largely by using the national Pride survey. Pride is one of the few
organizations that could also give us both local and national comparative data. They have a large sample
drawn from across the United States. It’s similar to the Monitoring the Future survey, but does not con-
tain as many questions and can be administered locally. It enabled us to collect the right data related to
national indicators to assess Project Northland. We can see how they change from year to year as we use
the program. About half of the schools in our area are participating in Project Northland and half are not.
This gives us a natural comparison group. Looking at student responses in sixth, eighth, tenth, and twelfth
grades has shown tremendous favorable differences on almost all indicators between students who have
participated in Project Northland and those who have not.

We also collect a lot of data for our process evaluation, like: How long did it take to deliver all of the
sessions, how many sessions were delivered, the length of each session, student attendance, and teacher,
parent, and student satisfaction with the program. We pull this data together to look at fidelity issues
and what improvements we can make in the program for the next year.

The 2007-2008 school year marked the completion of the seventh three-year implementation cycle for Project
Northland in most of the region’s participating schools and the fourth three-year cycle in the others. Since 1999, they
have had more than 8,910 sixth graders participate in Slick Tracy, more than 6,920 seventh graders participate in
Amazing Alternatives, more than 5,470 eighth graders participate in Power Lines, and more than 1,875 high school
students complete the program with Class Action. The ROE’s evaluation clearly demonstrates that progress has been
made in reducing underage alcohol use among Project Northland participants.
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e These students also demonstrated markedly lower drug
use by the end of eighth grade.

e Intervention group students who never drank alcohol at
the beginning of sixth grade showed 50 percent lower
marijuana use and 37 percent lower cigarette use by the
end of eighth grade.

e Students whose risk of drinking was lowered by Project
Northland also demonstrated less growth of family prob-
lems and less likelihood to use both alcohol and drugs

than students in the control group.!

Implement Project Northland with Fidelity

Since we know that Project Northland has been proven to be
effective in a variety of settings, it is desirable to stay true to the
Project Northland Fidelity Guidelines on the CD-ROM accompany-
ing this manual. There are key aspects of the original program
to which it is crucial to remain faithful in order to ensure the same
positive outcomes. As discussed in chapter 3, there are some modi-
fications that might make Project Northland more relevant in
your community, like reading the Amazing Alternatives scripts
aloud rather than listening to the recordings, rerecording the
scripts using local voices, or changing details within the scripts to
better reflect a favorite pastime of your students. Such variations

might enhance the program or make it fit better with your locale.

Project Northland Fidelity Guidelines
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“Eighth graders’ post-
survey score (25.61) is
better than the eighth-
grade comparison group
(32.54), which indicates
the Project Northland
group as a whole is less
influenced by their
friends to drink alcohol.”

WILDER RESEARCH
(MINNESOTA)
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Acceptable modifications have been introduced in chapter 3
and are explained in the Project Northland Fidelity Guidelines.
Generally, these are minor adaptations like changing names and
settings within the materials to more closely match your students’
social environment. Components may be added to enhance the
Project Northland activities, such as including Poster Fair judges
to involve prominent community members or sponsoring a bill-
board or radio public service announcement contest for participat-
ing students. The timing of lesson delivery may be adapted. For
example, lessons could be taught every other week. However,
do give families at least one week between lessons to complete
Home Team activities with their children. Adaptations may also
be made to accommodate specific student needs. For example,
low-proficiency readers—including Peer Leaders—may choose

someone to help them read aloud.

As a part of your process evaluation, it is critically important
that you keep track of all changes you make to Project Northland
so that you can determine whether or not they have an impact
on your program outcomes. A sample log is provided on the CD-
ROM accompanying this manual. This is especially important
if multiple teachers will be implementing the program. Ideally,
you should begin to answer the following questions about any

adaptations to the program before you make changes:

Project Northland Program Modification Log

lllll

making this deison?
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e How did you decide the program needed to be adapted?

What evidence did you have to support this assessment?

e Was the process intentional? Unintentional? Both? How did

you go about making this decision?

e How do you know your adaptation was congruent with the
Project Northland Fidelity Guidelines?

e What did you do to modify the program?

¢ Did it seem to work? What evidence do you have to support

your assessment?

Include Multiple Perspectives

It is important to get input from a variety of perspectives to
accurately assess how implementation is going. You will want
to hear what teachers, students, parents, and other community
members have to say. This information can be gathered using a
number of different methods, such as surveys, interviews, and
focus groups. The CD-ROM includes several evaluation tools

you can copy and use for this purpose:
e student surveys and protocol
e parent survey
e alcohol purchase protocol and form

e curriculum process evaluation

Assess Changes in Community Readiness

Expect that your community’s level of readiness to make preven-
tion of underage alcohol use a priority will influence your program
results. Project Northland has a built-in expectation of support
from local communities. This distinguishes the program from
other prevention efforts both by making it uniquely effective and
by providing many opportunities for you to partner with commu-
nity organizations. Be sure that your evaluation plan includes
indicators related to your community mobilization efforts. You will
want to look at how, and to what extent, parent and community
attitudes and behaviors are changing because of the program. Try

to identify one or more partner organizations—perhaps a local
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newspaper—with whom you might conduct an annual community

survey.

Use Available Data

You do not have to do all the data collection by yourself. There
are many other entities that may be collecting relevant data
and measures. Working with your local law enforcement, social
services, and public health agencies will help you to gain access
to information that they are required to submit to the state or
federal governments. These sources may be able to provide you
with information about the number of traffic accidents, sexual
assaults, teen pregnancies, and other health and safety incidents
that have been associated with underage drinking. You can then
analyze any changes since implementing Project Northland in

your community.

' PROGRAM TIP

Free Web Site Can Help with Data Collection
SurveyMonkey.com may be just what you need to collect information from
individuals who have access to the Internet. Putting your survey online may greatly
enhance the likelihood that you get more and quicker responses. SurveyMonkey is
available free of charge for smaller projects. It is very easy to use and allows you to
export your data to analyze and store it. You can also print reports from the Web
site. For more information, visit SurveyMonkey online at http://iwww.surveymonkey
.com.

Be Creative

You can include photographs and videos of students and teachers
at work, people interacting at Poster Fairs, and other program
highlights in your evaluation documentation to provide an excel-
lent record of the activities. Keep a record of quotes and stories
from teachers, students, parents, and other community members
telling in their own words what they learned, what surprised
them, what they liked best, what it was like to be involved with
Project Northland, or how they feel Project Northland changed
them or the community. This information can also be included in
your evaluation reports and presentations to make them more

lively and interesting.
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How Do We Report Our Evaluation Results?

Evaluations, like any research, are only useful if people receive,
read, and understand the results. Excellent, clear writing is
important. Furthermore, an evaluation report will ideally go
beyond reporting results, though doing so is, of course, crucial.
It involves more than merely stating what you did. It requires
careful reflection on and analysis of the information you collected.
Good evaluation is proactive. It looks forward as much as back,
giving direction to your future activities. By offering clear recom-
mendations that people can follow, you can keep receiving good

results and/or improvements in the program.

Whether you can afford to hire a communication specialist
or will need to write the reports yourself, it is important to know
your various audiences and what you want to communicate to
them. Best practice suggests that you prepare multiple versions
of your report to best inform these various audiences rather than
try to do everything within one report. Few individuals will read

your entire comprehensive evaluation report.

Before you begin writing, you might want to bring together a
small group of people who have been involved with implementing
Project Northland to jointly reflect on the data you have collected
and to share ways of interpreting it. It is useful to keep in mind
why you are doing the evaluation in the first place: to review what
you have done, to see what progress or impact you have made, to
find out how participants feel about Project Northland, to learn
what you can improve for the future, and to build enthusiasm and

support for the program among the various stakeholders.

Review everything carefully and create an executive summary

no longer than two to five pages that summarizes the following:
e what you did in the program
e how you evaluated

e what your key findings are in relation to main outcome

indicators and process information
e lessons learned

e recommendations for the future
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Next, you will need to break it down into specialized pieces
geared to what is relevant to each audience, such as ways to
improve classroom instruction, ideas for strengthening parent
involvement, and strategies for expanding community collabora-
tions. Funders may need different information than parents,

teachers, legislators, or other community members do.
Consider these tips for strengthening your reports:

B Write a brief introduction describing your Project
Northland program, why your community chose Project
Northland, and what your goals or targets were for the

period you will be covering in the report.

® Explain the kinds of data you gathered for the
outcome and process components, as well as how you
gathered that data.

B Lay out your evaluation findings in these two main

categories:

e OQutcomes and indicators that show changes in student
and parent behavior related to underage drinking. You
will want to be sure to give baseline and/or statewide or
national information for comparison, where appropriate

and available.

¢ Process data, including such information as the numbers
of students reached, demographics of students reached,
number of lessons taught, number of events held, and
also information about experiences and satisfaction
gathered from any case studies, interviews, focus groups,

or observations completed.

B Discuss the amount of money, time, and other resources
that were put into the program. Were the resources
adequate? Did you have too much of some things and not

enough of others?

B Analyze your results: Were you surprised, gratified,
pleased, displeased? What factors do you think contributed
most to the results?
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B Describe the lessons learned from the work as a whole,

as well as from specific activities.

B Make recommendations for the future, specifying who
should do what.

B Describe how you can keep improving Project North-
land and gaining positive results in order to create a

shared vision of where the community should be heading.

When you evaluate well, you will be able to write high-quality
evaluation reports. The recommendations you make in them will
help Project Northland to better serve your community in several

ways:

B They will help you gain more funding. The number
one thing that funders want to see is how well you are
achieving your goals and how clear you are about what
you need to improve or enhance to meet or exceed your
goals. Your evaluation report will tell funding agencies
what you have done and how you have done it. It will
show that you have reflected on your work and that you

have a game plan for how to proceed.

B They will help you improve your work. Continuous
improvement should be a goal of every program, no matter

how successful from the start.

B They will help you keep your community, volunteers,
teachers, and support people motivated. Nothing says
“this is a well-run program that is worth doing” like good

results and a plan to do even better.

B They will help you and the community recognize
and celebrate your accomplishments, even as you move

on to accomplish more.
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What Additional Tools May Help with
Project Northland Evaluations?

Links and publications that you may find useful in planning

your program evaluation may be found on the CD-ROM accom-
L] o .
&) panying this manual.

Summary

Evaluation is essential to a sustainable program. It helps imple-
menters review and articulate progress and accomplishments,
learn from experiences, and continually improve. It helps pinpoint,

trumpet, and reproduce your successes.
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Sustainability is a process as well as a capacity that aims to generate long-
term support for the implementation and growth of your Project Northland
program. Although this chapter comes last, do read it before program imple-
mentation, as your initial steps may have far-reaching effects. Sustainability
considerations must be included at every stage of program implementation.
This will help your program continue effectively long after the initial grant
period has ended.

p» What You Will Learn in Chapter 11:
e How do implementers sustain their programs over the long term?
e What does self-sustaining Project Northland implementation look like?

e What sustainability tips do experts recommend?

How Do Implementers Sustain Their Programs
Over the Long Term?

Sustainability is crafted throughout program development to allow program
renewal over time. As you work through one program cycle, your efforts build
momentum for future cycles. Here are examples of what you can do to build

sustainability at each stage of Project Northland implementation:

Pre-implementation

® Think ahead toward full implementation of Project Northland in your
community. What will it look like? Who will be important and necessary

for you to involve?

* Plan ahead to request funding for several years in order to get Project
Northland fully implemented.

* Keep track of any funding sources that reject your proposals or are not
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a good fit now. In the future, you may reconnect with these

organizations, and they may decide to support your program.

* Keep both printed and electronic copies of all your funding
applications and information, so they are available when
you apply for future funding.

¢ Start building relationships with funders now.

* Find champions within schools, community agencies, school

districts, local and state government, and national agencies.
¢ Build links with local businesses.

¢ Build connections with appropriate parent organizations
(PTO/PTA, school board) and with individual parents, espe-
cially those who want to work with and champion the pro-

gram. Attend school board meetings when appropriate.

* Build connections with local, regional, and state groups ded-

icated to common safety and sobriety goals.

* As soon as you know that the program is going to be imple-

mented in at least one grade, start publicizing it.

Implementation

* During implementation, you are always in the pre-
implementation stage of your next implementation cycle,

so continue with the suggestions outlined above.

* Keep track of materials and notes on what you learn from
launching the program, training teachers, working with
teachers and peer leaders, working with government agen-
cies and other entities (hospitals, bar associations, public
safety and health offices), and working with community

members.

* Keep good records of who donated what. People who donate
time, goods, services, or money one time are likely to donate
again if they see a benefit for themselves (good publicity,
appreciation, greater safety for their family members,

the feeling of being part of something important) and the
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community (good results). Also, you may be able to encourage
new businesses to participate at a later stage, perhaps even
at a higher level, if they find out that their competitors

have participated and received publicity as a result.

Thank and appreciate generously. It will never hurt, and
always help, if you thank people with cards, public acknowl-
edgment, thank-you events, e-mails, sponsor appreciation

events, or rewards such as coupons or free placards
@ rrocrAm

announcing that they are Project Northland sponsors. TIP

* Provide continuous communication and opportunities to You may find these
resources particularly

helpful for building
in the local paper, direct e-mails, and any other means sustainability.

available what Project Northland is, why it is a strong N Y y
7 13

program, what the statistics are involving alcohol use by

participate. Let people know through a Web site, a column

youth, what is happening in your local programs, and how

people can become involved.

Support teachers as much as possible to make the program

effective.

Keep track of work accomplished, problems encountered
(and how they are addressed), program outputs (how many
people are served), and program outcomes. It will be diffi-
cult or impossible to gather all this information at the end.

Remember, evaluation work needs to be ongoing.

e Utilize the publicity guidelines in chapter 9.

Post-implementation

* Follow the sustainability guidelines for pre-implementation
and implementation. Successful long-term work is a series
of cycles. Various stages of the work are continuing and

blending simultaneously.
e Evaluate well and thoroughly.
¢ Publicize your results.

e Celebrate results, thank people, announce new goals, and

mobilize people to keep the momentum going.
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e Use what you have learned, whom you have worked with,
and what you have achieved to gain new supporters and

continuing support.

What Does Self-Sustaining Project Northland
Implementation Look Like?

When you start Project Northland, you are working to gain a
critical mass of knowledge, interest, and participation. There will
be bugs to work out of the system, networking to do, a public to
educate, and new curricula for your schools. Over time, the pro-
gram will grow familiar, run more smoothly, become known,
include more supporters, and become established in the schools
and communities. Here is what your program could look like a

few years into implementation:

Students

Each time the curriculum cycle repeats, new generations of
students anticipate their chance to do the exciting projects their
older siblings and peers have experienced. Students look forward
to participating in the Slick Tracy Home Team program, present-
ing the Slick Tracy Poster Fair, planning Amazing Alternatives
events, investigating community issues for Power Lines, and

presenting their cases during Class Action.

Parents

Educating students through Project Northland means educating
parents. As children move through these alcohol-use prevention
programs, parents learn more about how to keep their children
safe from alcohol and other drugs, the importance of communi-
cating a no-use message about underage alcohol use, how to
support their teens’ development, and how to communicate

about important issues as a family.
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Teachers

The more teachers experience Project Northland, the more skill,
wisdom, and insight they will bring to the program. The program
becomes a familiar part of the academic year. People no longer
think of it as an “extra” because it has become an integral part

of the school culture.

Community

Project Northland has grown roots so deep into the community
and yielded fruit so life-sustaining that no one would dream of
cutting it down. Over time, the program has become a community

centerpiece well established in the local landscape.

What Sustainability Tips Do Experts Recommend?

Project Northland has met sustainability challenges for more
than eighteen years. This advice is collected from experienced

implementers:

* Find community volunteers who can pick up pieces of it
over time; work your way out of a job as a program coordi-
nator by replacing yourself with others who are trained
and willing to be available. So, the parent-teacher organi-
zation/association (PTO/PTA) might find a good organizer
for the sixth-grade Poster Fair and then one for the event
nights for other curricula. Build it in to PTO/PTA parent
duties over time so that the work is embedded in the school

culture and can be continued at minimal expense.

® Show people—first from results of comparable communities
elsewhere and then, very important, from results in your

own community—that Project Northland works.

* Funding, teacher turnover, and momentum are often chal-

lenges to sustainability.
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Funding Challenges
These ideas can help your program stay financially fit:

* From the earliest planning stages, realistically anticipate
project expenses and think through how you will sustain
Project Northland after the initial grant period ends. Build

sustainability into your budgets and grant applications.

¢ Early in program implementation, establish partnerships
with local funding sources (city, county, tribal, and so on)
to help fund Project Northland as part of public initiatives.
Information about public safety funds and other funds
available at the county level is publicly available and may

be accessed online or through government offices.

* Conduct program evaluation to document your program’s
impact. It makes a difference when you have collected data

to prove your program’s effectiveness.

* When you can, cut back on program costs. For example,
you might find less expensive incentives to reward Slick
Tracy participation.

* Continually seek additional sources of financial support.
For example, local auto insurance agents may sponsor

Slick Tracy by donating funds for the comic books.

Teacher Turnover Challenges
Meet the challenge of teacher turnover and its resulting lack of

trained program staff with these tips:

®* When you schedule trainings with Hazelden, always train
as many people as possible, so that there are others to step

in to teach or assist in teaching.

* Provide annual training for all teachers new to Project
Northland.

¢ After professional training from Hazelden, some training
may be provided by a skilled and experienced program

coordinator.
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Momentum Challenges
It is important to keep the program fresh year after year.
Here are solutions for maintaining interest, involvement, and

enthusiasm over the long haul:

* Envision your program broadly enough from the start.
Project Northland is a program for long-term community-

wide change.

Network with the potential stakeholders. Build relation-
ships with them. Keep in touch to let them know what is
happening with Project Northland and share results.

* Keep the program in the news and in the public eye. For
example, display the Slick Tracy posters in shopping centers
or hospitals, or present the Class Action mock trials to

parents and community members.

* Communities that lower the number of alcohol-related
problems among people under twenty-one eventually realize
a cost savings; over time, it may become possible to return
some of that savings to the community. Work with the city
or state to set communitywide goals and incentives that

matter to people.

Summary

Your Project Northland program, and its impact, will develop
over time. It will serve you well to begin your efforts with the end
goals in mind and build sustainably at every step along the way.
Remember, the goal—both worthwhile and attainable—is to create
an effective prevention program that will benefit your students

and your community for many years to come.
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There are many wonderful organizations you can learn from and use as

resources. The four listed here may be especially helpful when getting started
with Project Northland. A more comprehensive resource list is included on o
the CD-ROM.

Community Anti-Drug Coalitions of America (CADCA)
http://www.cadca.org
CADCA’s mission is to “strengthen the capacity of community coalitions to

create and maintain safe, healthy, and drug-free communities.”

Particularly useful parts of the CADCA Web site include the following:
* the FAQ on training provided by CADCA:

http://www.cadca.org/CoalitionResources/faq

* the section on evaluation and research: http://www. coalitioninstitute

.org/Evaluation-Research/EvaluationResearchHome.asp

* the practical, helpful Strategic Prevention Framework and related
materials:

http://www.coalitioninstitute.org/SPF_Elements/SPFElementsHome.asp

Substance Abuse and Mental Health Services Administration of the U.S.
Department of Health and Human Services (SAMHSA)

http://www.samhsa.gov

SAMHSA has “established a clear vision for its work—a life in the community
for everyone. To realize this vision, the Agency has sharply focused its mission
on building resilience and facilitating recovery for people with or at risk for
mental or substance use disorders. SAMHSA is gearing all of its resources—
programs, policies, and grants—toward that outcome.”

Particularly useful parts of the SAMHSA Web site include the following:

¢ grants offered by SAMHSA:
http://www.samhsa.gov/grants/2009/fy2009.aspx

® a treasure trove of up-to-date data: http://www.oas.samhsa.gov
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* an extensive list of reports and other publications:
http://www.oas.samhsa.gov/oasftp.cfm#Pubs

Communities That Care (CTC)

http://ncadi.samhsa.gov/features/ctc/resources.aspx

Communities That Care, part of SAMHSA’s National Clearinghouse for
Alcohol and Drug Information, is a system developed by J. David Hawkins and
Richard F. Catalano that “empowers communities to use advances from pre-
vention science to guide their prevention efforts.” Communities That Care has

many useful materials available as links or for a fee.

National Institute on Alcohol Abuse and Alcoholism (NIAAA)

http:/www.niaaa.nih.gov

NIAAA’s publications, resources, and FAQs for the general public are

particularly useful.
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PROGRAM GUIDE DVD

The Program Guide DVD includes two videos:

Project Northland Overview 16:54

This video is a general introduction to Project Northland.

Project Northland in Action 17:36

This video is intended for staff members who help deliver

the curricula to students.



Project Northland Works
Now Better Than Ever

Alcohol is the drug most widely used by teens. Studies show that many teens begin drinking before age
thirteen. This early alcohol use is associated with health and social problems, including alcohol abuse
and dependence, alcohol-related violence and injuries, issues related to drinking and driving, truancy,
risky sexual behavior, and other drug use throughout adolescence and into adulthood.

Hazelden’s Project Northland series for middle school and high school students is a state-of-the-art
alcohol-use prevention program backed by more than eighteen years of research and more than forty-
five scientific publications. Students participating in Project Northland showed a 30 percent reduction
in weekly drinking and a 20 percent reduction in monthly drinking. Research also shows that Project
Northland can significantly reduce teen marijuana and tobacco use.

Delivering Project Northland is now easier than ever before. The second edition is completely redesigned
to be more portable and user-friendly, and it includes helpful new resources to

« reflect greater diversity

« present realistic situations facing today’s youth

¢ maintain fidelity to the original version and its powerful prevention messages

ProgramGuide

The ProgramGuide provides step-by-step instructions, tips, and resources for administrators and
program coordinators to implement Project Northland. The manual, DVD, and CD-ROM contain
up-to-date materials about funding needs, family outreach, community mobilization, challenges faced by
schools and communities, program evaluation tools, and effective methods to strengthen program
sustainability. When combined with the Project Northland curricula, the ProgramGuide activates
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Project Northland includes
* Program Guide: For Effective Alcohol-Use Prevention in Schools and Communities
¢ Slick Tracy: A Sixth-Grade Alcohol-Use Prevention Curriculum
¢ Amazing Alternatives: A Seventh-Grade Alcohol-Use Prevention Curriculum
* Power Lines: An Eighth-Grade Alcohol-Use Prevention Curriculum
¢ Class Action: A High School Alcohol-Use Prevention Curriculum

For complete information about Hazelden's comprehensive line of K-12 prevention materials, visit hazelden.org/bookstore.
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