Appendix 1. Post-implementation interview guide for CMHC staff. 
 
INTRODUCTION
Thank you again for your willingness to participate in an interview with our research team. As described in the study information sheet, your agency was a participant in the ADAPT Project. This project’s main goal is to develop a collaboration between juvenile justice and community mental health centers through looking at linked juvenile justice and community mental health data. Today we will complete a 40-60min interview, during which time I will ask you about your thoughts and experiences related to our project as well as your experiences interacting with juvenile probation.  
If at any point in this interview, there are any questions you don’t know the answer to or prefer not to answer, please just let me know and we will move on to the next one.
 
Instructions for interviewer
Throughout this interview guide, italicized text is used to describe to the interviewer the aims of each section of interview questions. What follows the italicized text are questions the interviewer can use to explore the topic of interest. The interviewer is invited to explore the topics of interest in greater depth than what is included in this guide if and when appropriate.
 
PRE-INTERVIEW REMINDERS
Remember to complete the following before beginning the formal interview questions.
 
  ☐    Introduce yourself
  ☐    Permission to record?
  ☐    Start recording locally 
  ☐    Remind participant of consent components:
  ☐    Interviews are conducted for research purposes
  ☐    We will do our best to keep your responses confidential from anyone outside the research team, including your employer; We will redact transcripts to minimize re-identification; there are some exceptions to confidentiality, and we may need to break confidentiality if we suspect any instance of child or elder maltreatment, any serious risk of suicide or homicide, or any unethical or illegal provider behavior. In general, we ask that you protect the privacy of any individuals who are third parties to this conversation by not referring to others by name and by only discussing client interactions in the hypothetical.  
  ☐    Participation is voluntary
  ☐    You can decline to respond to questions or withdraw from study without penalty
  ☐    You can contact the principal investigator of the study with questions or concerns using the contact information on the consent form 
  ☐  You will be compensated with a $10 Starbucks gift card for your participation.
 
  ☐    Ask demographics questions only if needed – Cyndi will provide these based on survey responses if the study participant responded to the survey:
What is your current gender identity?
  ☐    Fill in based on their answer ___________
 
Are you of Hispanic/Latino origin?
  ☐    Yes
  ☐    No
 
What is your race? (Mark all that apply.)
  ☐   Caucasian/White
  ☐   Black or African American
  ☐   Asian/ Asian American
  ☐   American Indian/ Alaska Native 
  ☐   Native Hawaiian or Other Pacific Islander
  ☐   More than one race
  ☐   Other
 
What is your age range?
  ☐  18-25 
  ☐  26-35 
  ☐  36-45
  ☐  46-55
  ☐  56-65
  ☐  66 or older
 
INTERVIEW GUIDE
Part 1: Personal info 
First, I would like to start with some background questions to learn more about you. 
1. What is your current job title? 
2. How long have you held your current job title? 
3. Tell me a little bit more about your role at your CMHC? Agency names: Centerstone, Porter Starke Services, Bowen Center, Cummins Behavioral Health, Four County
4. What is your favorite, and least favorite part of your job?
5. How long have you worked at your current agency and in this field in general? 
6. How do you feel about your current workload?
7. How do you feel about working for [center name]?
8. What was your involvement with ADAPT? What do you know about the whole process?
Part 2: Referral for Substance Use Treatment 
Your county has been involved in ADAPT for over [amount of time] (C1 started Sept 2020) now. We are interested in any shifts in the substance use treatment options your center provides, or that are provided by other members of the community due to this work.  
1. Can you describe your existing referral process for youth involved in juvenile justice?
2. How could the above referral process be improved?
Post-imp probe: Have any improvements been made to the referral processes with the court or probation since starting ADAPT? 
3. How long does an initial intake take for a family? How long after that to start services?
4. Do you feel like there are any barriers you face with [ ____ County] juvenile justice system when it comes to referrals?
Post-imp probe: Have your feelings about [_____ County] probation changed since starting ADAPT?
5. What types of services does your organization currently provide to adolescents with substance use problems? 
Probe: Do you provide any services for youth at the low to moderate risk category? Does treatment look any different for youth referred from probation or court?
Post-imp probe: Has [agency name] offered any new services since starting ADAPT?
 
6. What is your perspective on how effective your current teen substance use treatment options are? Probe: Can you tell me more about why you feel this way?
7. What are some potential treatment gaps that exist within your organization for adolescents with substance use issues?
Probe: How do you feel your organization can improve these gaps?
Post-imp probe: Do you feel like there has been progress in closing these gaps since starting ADAPT?
8. Tell me about any new treatment or prevention initiatives available in your community for adolescents with substance use problems? Any other new programs in the community that you have not discussed? (examples include Teen Intervene in agency, at other agency or organization, any school-based substance use prevention programs, new screening/assessment programs at agency or in community, new staff members hired or offices opened, additional training received by staff, new appointment slots opened to specific JJ youth)
 
Post-imp probe: Have your feelings about youth substance use treatment options in your county changed since starting ADAPT?  
Post-imp probe: Has any of the work of ADAPT affected youth outside of the probation system (eg in the schools/outside of _____ County/other CMHCs)?
Part 3: Learning health system 
Your organization is participating in a learning health system (LHS) intervention (C1 learned Agile/C2&3 learned PDSA), which includes quarterly data meetings with members of your organization and with juvenile justice system representatives to review local trends in data and problem-solve with other agencies. The overall goal of the project is to improve the referral process, access to, and utilization of substance use services for young people in your community through continuous quality improvement.
1. What do you know about the ADAPT Project? What, if any, feedback have your heard from agency leadership about ADAPT?
2. To what extent does your organization embrace new ideas and improvements?
Probe: Do you feel like your organization or your department in the organization has the freedom to make changes in policy or curriculum to address treatment gaps?  Is there a process for reviewing current policies to make sure they still make sense?
3. Did your agency engage in continuous quality improvement prior to participating in ADAPT?
Post-imp probe: What changes (if any) were made to quality improvement as part of the ADAPT project? 
If agency does not participate in formal quality improvement, are policies reviewed for appropriateness?  Can staff safely make suggestions for improvement?
For ADAPT site champions: What challenges were there in implementing the LHS? What changes would you suggest for future LHS implementation?
For ADAPT site champions: How did you use your training in Agile/PDSA cycles to brainstorm and test improvements to the process of connecting youth with SUD care?
4. In general, do you think it’s helpful to review local data to help make decisions and problem solve within your agency or community? Why or why not?
Non-ADAPT champion: Does your agency review local data with staff at your level?  What changes have occurred due to seeing local data? If you saw local data, would it directly influence your work?
ADAPT site champions: What about seeing your county’s Cascade data was the most useful?  What could be improved?  Did you try to access the Tableau server to manipulate your county’s Cascade data?
Now let’s talk about the project’s overall impact on local change…
1. Thinking about any changes your organization has made (services, referrals, other), which changes are your organization most likely to sustain after the ADAPT project ends? 
2. Thinking about any changes your organization has made (services, referrals, other), which changes are your organization least likely to sustain after the ADAPT project ends? 
3. What other solutions within the juvenile justice system might improve this process?
4. Are there any related policy changes that could be made to improve youth connection to substance use services? (e.g., What is the role of the prosecutor in your community? How much flexibility does probation have to work within the schools? What are the diversion options available for first time or low-level offenders?)
5. What other solutions within the community mental health systems might improve this process?
6. Are there any related policy changes that could be made to improve youth connection to substance use services? (e.g., Are there any hiring or employee retention policies that could be improved? Do any staff need additional training in working with this population? Is there anything about the [CWS] billing and service coverage for justice-involved youth that could be improved?)  
Part 4: Communication across systems and organizational culture
Thank you so much for your feedback so far. Next, we will discuss your successes and challenges in working across systems.  
Think about your experiences working with the juvenile justice system. This could include working with youth who have been referred to the community mental health center and communication with community mental health staff. (Some of this may have been covered in earlier discussion.)
1. After a referral is made by the juvenile justice system to community-based mental health or substance use service, what barriers do adolescents and families face to receiving treatment?
Post-imp prob: Has this improved since starting ADAPT?
2. How do you feel about the type and level of communication you receive from [ _____ County] probation after a referral is made?  How does it compare to other agencies (if referrals also come from elsewhere – especially schools)?
Post-imp probe: Has this improved since starting ADAPT?
Probe: What, if anything, could be improved with communication from referral agencies?
3. Do you have any suggestions on how to improve the interaction [and/or communication] between probation and [CMHC]?
 
4. Overall, how would you describe the collaboration between juvenile justice and [CMHC]?
5. What has changed in the collaboration between juvenile justice and the CMHC since starting ADAPT?
6. Does your agency and the CMHC also collaborate with local schools to connect youth with substance use disorders with treatment?
Post-imp probe: How is the relationship between these three entities?  What improvements could be made in collaboration between them?  Has this changed since starting ADAPT? 
Now think about your interactions with the IU research team…
7. What feedback do you have for our team about the partnership with IUSM? 
Probe: What elements of the research project have been frustrating? What has been going well? 
8. Were there any unexpected benefits to participating in the ADAPT Project? Challenges?
Post-imp probe: How do you feel about your agency participating in research?
Post-imp probe: How do you feel about the ADAPT Project overall?
Post-imp probe: How do you feel about individual portions of the ADAPT Project (surveys/interviews/alliance meetings/focus groups)?
Part 5: Wrap Up
 
1. Are there any challenges your agency or your partnership with [ _____ County] probation had specifically related to staff turnover?
Post-imp probe: What improvements could be made to minimize disruptions due to staff turnover?
Post-imp probe: What changes might reduce turnover at your agency or probation?
2. Are there other kinds of high priority projects already happening in your setting/agency related to mental health or substance abuse treatment?
Probe: What is the time commitment for these other projects? Do you feel overwhelmed with workload?
3. Is there anything else we haven’t discussed that you would like to bring up?
 
4. Do you have any questions for me?
 
If they have any further questions you cannot answer, refer them to their champion or Cyndi. Thank them for their time and remind them they will receive a gift card by email for helping.



Appendix 2. Post-implementation interview guide for JJ staff. 

INTRODUCTION
Thank you again for your willingness to participate in an interview with our research team. As described in the study information sheet, your agency was a participant in the ADAPT Project. This project’s main goal is to develop a collaboration between juvenile justice and community mental health centers through looking at linked juvenile justice and community mental health data. Today we will complete a 40-60min interview, during which time I will ask you about your thoughts and experiences related to our project as well as your experiences interacting with community mental health centers.  
If at any point in this interview, there are any questions you don’t know the answer to or prefer not to answer, please just let me know and we will move on to the next one.

Instructions for interviewer
Throughout this interview guide, italicized text is used to describe to the interviewer the aims of each section of interview questions. What follows the italicized text are questions the interviewer can use to explore the topic of interest. The interviewer is invited to explore the topics of interest in greater depth than what is included in this guide if and when appropriate.


PRE-INTERVIEW REMINDERS
Remember to complete the following before beginning the formal interview questions.

  ☐    Introduce yourself
  ☐    Permission to record?
  ☐    Start recording locally 
  ☐    Remind participant of consent components:
  ☐    Interviews are conducted for research purposes
  ☐    We will do our best to keep your responses confidential from anyone outside the research team, including your employer; We will redact transcripts to minimize re-identification; there are some exceptions to confidentiality, and we may need to break confidentiality if we suspect any instance of child or elder maltreatment, any serious risk of suicide or homicide, or any unethical or illegal provider behavior. In general, we ask that you protect the privacy of any individuals who are third parties to this conversation by not referring to others by name and by only discussing client interactions in the hypothetical.  
  ☐    Participation is voluntary
  ☐    You can decline to respond to questions or withdraw from study without penalty
  ☐    You can contact the principal investigator of the study with questions or concerns using the contact information on the consent form 

  ☐    Ask demographics questions only if needed – Cyndi will provide these based on survey responses if the study participant responded to the survey:
What is your current gender identity?
  ☐    Fill in based on their answer ___________

Are you of Hispanic/Latino origin?
  ☐    Yes
  ☐    No

What is your race? (Mark all that apply.)
  ☐   Caucasian/White
  ☐   Black or African American
  ☐   Asian/ Asian American
  ☐   American Indian/ Alaska Native 
  ☐   Native Hawaiian or Other Pacific Islander
  ☐   More than one race
  ☐   Other

What is your age range?
  ☐  18-25 
  ☐  26-35 
  ☐  36-45
  ☐  46-55
  ☐  56-65
  ☐  66 or older

INTERVIEW GUIDE
Part 1: Personal info 
First, I would like to start with some background questions to learn more about you. 
1. What is your current job title? 
2. How long have you held your current job title? 
3. Tell me a little bit more about your role at your agency?
4. What is your favorite, and least favorite part of your job?
5. How long have you worked at your current agency and in this field in general? 
6. How do you feel about your current workload?
7. How do you feel about working for [agency name]?
8. What was your involvement with ADAPT? What do you know about the whole process?
Part 2: Referral for Substance Use Treatment 
Your county has been involved in ADAPT for over [amount of time] (C1 started Sept 2020) now. We are now going to shift the focus to questions about the substance use treatment options your agency currently utilizes, as well as your views related to substance use treatment.  
1. Does [your agency] currently screen all youth for having/being at risk for substance use disorder and if so, how?  If youth are identified as having a need for substance use treatment, what types of services do you refer them to? Do you refer youth at all levels of risk (low, moderate, high) for substance use?
Post-imp probe: Has this changed since starting the ADAPT Project (C1 started Sept 2020)?
Post-imp probe: Are there any challenges to screening youth for substance use? 

2. Are diverted youth screened for substance use? If so, what substance use services are available for these youth? How are they directed to these resources? Do you know how services are paid for if youth are diverted? 
Probe: What are barriers to screening and treatment for diverted youth? What are your thoughts on probation being a motivator for attending treatment? 

Post-imp probe: Have you made any changes to your process for diverted youth since starting ADAPT? 
3. Can you describe your existing referral process to community mental health centers?
Post-imp probe: Have any improvements been made to the referral processes with mental health providers since starting ADAPT? What changes would further improve the process? 
4. Do you feel like there are any barriers you face with [ ____ County] community mental health centers when it comes to referrals?
Are there any internal barriers you face within your agency?

5. What is your perspective on how effective your current referral options for youth substance use treatment are? Do you make referrals to agencies other than [ ______ County] CMHC?  
Probe: Has it become more or less effective since starting ADAPT?
6. What are some potential treatment gaps that exist within your referral options for youth with substance use issues? 
Post-imp probe: Do you feel like there has been progress in closing these gaps since starting ADAPT?  
7. Tell me about any new treatment or prevention initiatives available in your community for adolescents with substance use problems? Any other new programs in the community that you have not discussed? (examples include Teen Intervene in agency, at other agency or organization, any school-based substance use prevention programs, new screening/assessment programs at agency or in community, new staff members hired or offices opened, additional training received by staff, new appointment slots opened to specific JJ youth)
Post-imp probe: Have your feelings about youth substance use treatment options in your county changed since starting ADAPT?  
Post-imp probe: Has any of the work of ADAPT affected youth outside of the probation system (eg in the schools/outside of _____ County/other CMHCs)?	
Part 3: Learning health system 
Your organization is participating in a learning health system (LHS) intervention (C1 learned Agile/C2&3 learned PDSA), which includes quarterly data meetings with members of your organization and with juvenile justice system representatives to review local trends in data and problem-solve with other agencies. The overall goal of the project is to improve the referral process, access to, and utilization of substance use services for young people in your community through continuous quality improvement.
1. What do you know about the ADAPT Project? What, if any, feedback have your heard from agency leadership about ADAPT?
2. Did your agency engage in continuous quality improvement prior to participating in ADAPT?
Post-imp probe: What changes (if any) were made to quality improvement as part of the ADAPT project? 
If agency does not participate in formal quality improvement, to what extent does your agency embrace new ideas and improvements?  Can staff safely make suggestions for improvements? Is there a process for reviewing current policies to make sure they still make sense?
For ADAPT site champions: What challenges were there in implementing the LHS? What changes would you suggest for future LHS implementation?
For ADAPT site champions: How did you use your training in Agile/PDSA cycles to brainstorm and test improvements to the process of connecting youth with SUD care?
3. In general, do you think it’s helpful to review local data to help make decisions and problem solve within your agency or community? Why or why not?
Non-ADAPT champion: Does your agency review local data with staff at your level?  What changes have occurred due to seeing local data? If you saw local data, would it directly influence your work?
ADAPT site champions: What about seeing your county’s Cascade data was the most useful?  What could be improved?  Did you try to access the Tableau server to manipulate your county’s Cascade data?
Now let’s talk about the project’s overall impact on local change…
1. Thinking about any changes your organization has made (screening at intake, monthly meetings, reviewing data, AI/PDSA cycles, referral procedures, diversion, school partnerships, other), which changes are your organization most likely to sustain after the ADAPT project ends? 
2. Thinking about any changes your organization has made (screening at intake, monthly meetings, reviewing data, AI/PDSA cycles, referral procedures, diversion, school partnerships, other), which changes are your organization least likely to sustain after the ADAPT project ends? 
3. What other solutions within the juvenile justice system might improve this process?
4. Are there any related policy changes that could be made to improve youth connection to substance use services? (e.g., What is the role of the prosecutor in your community? How much flexibility does probation have to work within the schools? What are the diversion options available for first time or low-level offenders?)
5. What other solutions within the community mental health systems might improve this process?
6. Are there any related policy changes that could be made to improve youth connection to substance use services? (e.g., Are there any hiring or employee retention policies that could be improved? Do any staff need additional training in working with this population? Is there anything about the [CWS] billing and service coverage for justice-involved youth that could be improved?)  
Part 4: Communication across systems and organizational culture
Thank you so much for your feedback so far. Next, we will discuss your successes and challenges in working across systems.  
Think about your experiences working with the community mental health system. This could include working with youth who have been referred to the community mental health center and communication with community mental health staff. (Some of this may have been covered in earlier discussion.)
1. After a referral is made by the juvenile justice system to community-based mental health or substance use service, what barriers do adolescents and families face to receiving treatment?
Post-imp prob: Has this improved since starting ADAPT?
2. How do you feel about the type and level of communication you receive from [ _____ County] CMHC after a referral is made?  How does it compare to other agencies (if referrals are made elsewhere)?
Post-imp probe: Has this improved since starting ADAPT?
Probe: What, if anything, could be improved with communication from referral agencies?
3. Do you have any suggestions on how to improve the interaction [and/or communication] between your organization and the community mental health centers?

4. Overall, how would you describe the collaboration between juvenile justice and the CMHC?
Post-imp probe: Has your level of trust with the CMHC changed since participating in ADAPT?  Does the court/probation accept the treatment recommendation from CMHC? How are conflicts resolved (eg treatment plans/urine screens/violations/etc)? 
5. What has changed in the collaboration between juvenile justice and the CMHC since starting ADAPT?
6. Does your agency and the CMHC also collaborate with local schools to connect youth with substance use disorders with treatment?
Post-imp probe: How is the relationship between these three entities?  What improvements could be made in collaboration between them?  Has this changed since starting ADAPT? 
Now think about your interactions with the IU research team…
7. What feedback do you have for our team about the partnership with IUSM? 
Probe: What elements of the research project have been frustrating? What has been going well? 
8. Were there any unexpected benefits to participating in the ADAPT Project? Challenges?
Post-imp probe: How do you feel about your agency participating in research?
Post-imp probe: How do you feel about the ADAPT Project overall?
Post-imp probe: How do you feel about individual portions of the ADAPT Project (surveys/interviews/alliance meetings/focus groups)?
Part 5: Wrap Up

1. Are there any challenges your agency or your partnership with the CMHC had specifically related to staff turnover?
Post-imp probe: What improvements could be made to minimize disruptions due to staff turnover?
Post-imp probe: What changes might reduce turnover at your agency or the CMHC?
2. Are there other kinds of high priority projects already happening in your setting/agency related to mental health or substance abuse screening?
Probe: What is the time commitment for these other projects? Do you feel overwhelmed with workload?
3. Is there anything else we haven’t discussed that you would like to bring up?

4. Do you have any questions for me?

If they have any further questions you cannot answer, refer them to their champion or Cyndi. Thank them for their time.

