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OK 21ST CCLC 
MIDYEAR CQI CHECK-IN

Participant Notebook

Workshop Objectives:

•Review the facts (data about your program)
•Revisit/Revise goals from Leading with data
•Learn quality coaching practices to support 
quality improvement

Contents:

•PQA data information
•Take-it-back agenda
•Quality Coaching & Active Listening
•Observation-Reflection method
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Experiencing the Elements 
of Support
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How to Interpret PQA Data
How can you reduce an experience down to a few numbers?

Human relations are incredibly complex. In every moment of interaction—for 
example, a staff member talking with a group of youth—there are literally billions 
of things that could happen. Staff make on-the-fly decisions about what to say 
and do, and so do youth. How then is it possible to turn all that untidy stuff into a 
set of numbers?

The technological advancement of the PQA is that it takes an infinitely complex 
system of human interactions and boils it down into meaningful numbers. The 
instrument does this by focusing only on a key set of items and making 
judgments about types of interactions in those items. These judgments become 
numbers.

The numbers, of course, do not tell the complete story of an interaction, but a 
PQA score—especially an item score—can provide a reliable indication of the 
quality of interactions. The carefully tested rubrics are designed to be broad 
enough to capture almost any situation, but specific enough to be functional. 
You can think of PQA data collection as a process of capturing little stories and 
then fitting them into important categories that tell us about quality.

But you caught me on a bad day!

Although minor variations occur, youth workers’ scores tend to be fairly 
consistent over time—again, especially at the item level. This is not to say that 
improvement is not possible, but that a “bad day” is usually not so different in 
terms of youth experience. There is a very good chance that, even though you 
had a “bad day,” your scores can tell what typically happens when you’re 
working with youth. In fact, your “bad day” scores may be more valuable 
because they can point to what can really be improved! Plus, youth are there to 
experience good days and bad days.

So what do the numbers mean?

A PQA Scores Report gives you item scores and domain scores. Everything is in a 
5-point scale, where 5.0 is the best possible score and 1.0 is the lowest. Scores 
between 4.0 and 5.0 are excellent in most categories. Scores between 1.0 and 2.0 
can be a general cause for concern. In Form A, scores tend to go down as items 
go up—in other words, Domain I usually scores the highest, on down to Domain 
IV, which scores the lowest.

How hard is it to raise scores?

It is much easier to raise scores in some areas than it is in others. But generally, 
with initiative and focus and a willingness to learn, all scores can and do 
increase. By working to increase your PQA scores, you are moving toward 
improving the experience youth have in your program.
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Reading the Data

What stands out to you about the data? Which numbers are surprising?

Which parts of the data most closely match what you originally thought about 
your program? Which ones differ?

Which of your program’s strengths are most clearly shown in the data? What 
strengths are not shown?

What are some clear areas for improvement that are revealed by the data?

What are some areas you think need to be improved that are not indicated in the 
data?

What aspect(s) of the data are you most satisfied with? What should you 
celebrate?

What does the report reveal about your program that you are most proud of? 
What would you like to share with others?

Where does the report reveal opportunities for growth? Which of these 
opportunities feels most important or urgent?

Discuss the following questions with colleagues from your site or program. After 
you’ve discussed the questions that are most relevant to you, focus on the last 
three questions and complete the grid on the following page. You can write your 
answers on Post-Its in order to complete a full grid with your group. Please select 
one data source at a time to review these questions.
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Creating A Take-it-Back 
Agenda

We recommend you adopt three goals for this Planning Meeting:

▪ By participating in this meeting, team members will: Reveal program strengths and 
areas for improvement by reading data.

▪ Refine a set of goals. 

▪ Create Program Improvement Plan to Realize goals.

We estimate that this agenda will take about 2-3 hours, depending on the size of 
your group.

Preparation

Make sure you have all the materials listed below. Also, we recommend that you have 
staff review data reports before coming to the meeting.

➢ Quotes about change

➢ Chart paper and markers

➢ Data reports

➢ Reading data worksheet(s)

➢ Planning forms

Overview

1. Welcome (5 minutes)

2. Change Activity (10 minutes)

3. Review of Pyramid and Report Format (10 minutes)

4. Reading and Interpreting Data (30 minutes)

5. Creating Improvement Plans (1 hour)

6. Plan Review (15 minutes)

7. Reflection (5 minutes)

The suggested agenda that appears on the next several pages is designed 
for those who have completed the Planning With Data live workshop and 
wish to involve their staff or colleagues in the Improvement Planning 
process. Typically, this means you have completed the workshop yourself 
and now you are going back to facilitate the improvement planning 
process with your team. We encourage you to develop your own take it 
back agenda, but this should give you a good start!
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Guiding Staff in Planning 
with Data

1. Team Members
a. Have there been any changes since data was collected? 
b. How will you make the best use of everyone’s time? (building 

planning with data and improvement into existing meetings, 
events, and trainings)

2. Reviewing Data (Staff should review before the meeting.) 
a. When will you distribute them? 
b. Will you have them read them individually or as a group? 
c. How will you frame the data? 
d. How will you ensure that they know how to read the report?

3. Meeting Logistics 
a. When will the meeting take place? (Ideally 2.5 -3 hours) 
b. What scheduling information needs to be taken into consideration?
c. Where will the meeting take place? 
d. What materials will you need? (Refer to agenda.) 

4. Meeting Productivity 
a. How will you ensure that the team stays focused and positive 

throughout the meeting? 
b. What challenges do you anticipate? 
c. How will you ensure that staff feel ownership over the planning 

process?
d. How will you maintain a focus on the point of service (i.e. making 

positive changes to improve youth experiences)?

The suggested Planning With Data Take It Back agenda provides you with 
objectives and a series of activities to support your staff in developing 
effective improvement plans, but there are some important logistical 
considerations that you should think about before the session.
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Welcome (5 minutes) 

Welcome participants to the meeting and introduce yourself if necessary. You might also lead your 
team through an icebreaker or energizer to start the meeting off on a positive note. Remind 
participants of the Assess-Plan-Improve sequence. Reiterate that the whole process is focused on 
providing experiences for young people that will help them to grow and develop in a positive way. 
Providing a safe place for kids to go after school is not enough – the quality of the program matters.

Change Activity (10 minutes) 

Hang several quotes about change around the room. Have participants stand near the one that is 
most interesting to them. Have participants share whey they chose their quote. Relate the quotes 
back to the Assess-Plan-Improve sequence and the Improvement Planning that participants are 
about to engage in. How do the quotes relate?

Review of Reporting Format (10 minutes) 

Review what was measured in the data reports and why it was collected. Review the research 
questions you set out to answer and what information the reports provide. Be sure participants fully 
understand the layout of the reports, where to find data sources, and how the data is represented.

Reading and Interpreting Data (30 minutes) 

Pass out site data reports. Have staff review the data and work through the questions in the Reading 
the Data worksheet. Discuss as a large group.

Creating Improvement Plans (1 hour) 

Present the participants the SMART goal framework and the sample goal. Walk participants through 
the Planning Form, explaining each field. Allow participants sufficient time to create actionable, 
measurable goals and plans. You may break the team up into pairs to work on one goal at a time or 
choose to have the entire group work together on each goal.

Plan Review (15 minutes) 

Review plan as a large group. Are the goals SMART? Do they focus on changing staff behavior? Will 
they lead to an improved experience for youth participants? Have we considered challenges and 
resources? If plans are complete and internet access is available, a designated team member can 
enter the plans into the online Scores Reporter.

Reflection (5 minutes) 

Have participants think about how they feel about the teams improvement plan and the change 
process. What is their personal weather forecast (e.g. “I feel sunny with a chance of light showers.”). 
You can either have participants explain their forecast or just state it without explanation
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Create Your Own 
Take-it-Back Agenda
Now that you have seen a suggested Take it Back agenda and thought through some of 
the particular logistics for your team, take some time to create your own Take it Back 
agenda using the time and resources you have available.

Time Available:

Objectives:
By participating in this meeting, team members will:

Reveal program strengths and areas for improvement by reading data.

Refine a set of goals.

Create Improvement Plan to Realize goals.

Materials:

Opening (How will you set the stage?)

Reveal (How will you support the team in reading the data?)
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Refine (How will you support goal selection and development?

Realize (How will you support development of a complete improvement plan?)

Reflect (How will you close the session?)

Notes (Are there other ideas or considerations for your team?)

© 2023 The Forum for Youth Investment
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Data Source:

Celebrate!

What strengths do 
you see?

Share!

What are you most 
proud of that you 
want to share with 
others?

Grow!

What are you 
excited to grow and 
improve?
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Being Observed

As a coach,  it’s important to keep in mind the feelings program staff may have 

about being coached and specifically in being observed doing their jobs. Anxiety 

and fear, feelings of fraud or being exposed are common. This is especially true in 

the education field, where observation is often connected with trouble—i.e., a 

principal observing a teacher after a parent complaint. Youth workers, just like 

teachers, are often on their own running their programs, with little outside support. 

When someone comes into their space to observe and provide coaching, they 

can feel vulnerable. Some may feel like the observer will expose them as a fraud. 

They are youth workers who care about what they do but may not feel good 

enough or may fear/disagree with the standards on which the coach is basing her 

work. These feelings can be a barrier to the quality improvement process and 

the coaching relationship. 

A coach starts with understanding and addressing feelings related to their work 

with the staff as a coach. This allows the staff person to be open to dialogue, 

learning and potential quality improvement changes. If you are supervisor 

coaching your staff, it is perhaps even more critical to address concerns about 

being observed and to establish a productive observation culture. It’s up to you 

and your staff to establish norms so that observation can be productive. Don’t let 

your staffs’ worries keep you from observing. In fact, it’s your job to observe your 

staff and help them with their jobs. But it’s also critical that when you do observe 

that you don’t micromanage and make your staff feel like they’re being 

scrutinized. It’s a tricky balance but the goal is for staff to feel supported when 

they are observed.

Think back to when you were learning to drive. What was it 

like having a parent or other adult in the car with you, or even 

another student, telling you what to do, watching your every 

move for mistakes?
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The Observation-Reflection
Method
Observation-reflection is a process that fosters and supports the growth of staff over 

time. Growth implies change, and change can be difficult. The observation-reflection 

process is intended to facilitate change in a way that shares control, focuses on 

strengths, shares information, focuses on interests, provides opportunity for 

playfulness, and creates opportunities for problem solving. This process is comprised 

of two distinct components: observation with narrative and supported reflection 

conversation.

The observation component includes observing a youth program session and taking 

narrative notes. The objective for the coach is to make these notes factual, objective, 

and youth-focused. These notes are referred to as the observation narrative. Notes 

about quality link what you saw and heard in your observation to the assessment 

focus agreed upon with staff prior to the program visit. These notes are intended to 

stimulate and encourage conversation about your observation narrative.

The supported reflection conversation involves sharing the observation narrative 

with the staff who facilitated the youth program. The purpose of the supported 

reflection conversation is to confirm and clarify observations, discuss what happened 

in the context of the Youth PQA focus, and to generate a plan for adult actions to 

support both the youth and the youth program. The supported reflection 

conversation is based on the observation narrative the coach constructed. During this 

conversation, the staff and the coach share their perceptions of the program, taking 

turns talking and listening. Turn-taking during reflection conversation builds team 

support by allowing each person to contribute her or his own observations, 

interpretations, and ideas for action and to voice her or his own concerns and 

generate possible strategies. 

Supported reflection conversation also:

• Favors the leads and directions set by the staff.

• Is selective—deals with one thing at a time.

• Begins with strengths, then addresses modifiable issues.

• Results in a mutually generated and agreed upon action plan.
12
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Observing and Taking Notes
Before the visit

1. Set a time with program staff to observe the program and to meet for reflection. 
Make sure you discuss the number of youth expected to be present, the staff roles 
and the type of activity you will be observing. Also, try to help the program staff be at 
ease about your visit; review the purpose and the confidentiality guidelines.

2. Ask staff to identify PQA focused item(s) or indicators(s) for the observation. 
Typically one item is best, but two is okay. They may also tell you other things to 
notice about the particular group you’ll be observing.

During the observation

3. Find a place to sit that allows you to see as much as possible without getting in the 
way.

4. If youth ask who you are, tell them. For example, “I’m Lisa and I’m here to see the 
program today.” You might mention that you are there to observe the leader; not 
how good or bad the youth are.

5. On your Narrative and Notes Form write an ongoing description of what happens.

This description should:

✓ Be factual and objective (rather than judgmental, evaluative, or impressionistic)

✓ Be specific and detailed (rather than general)

✓ Be chronological and includes time markers

✓ Use accessible language (will make sense six months from now)

✓ Describe who, what, when, where, and how

✓ Include actions and quotes from the youth

✓ Include actions and quotes from staff

6. Realize that you can’t write everything! Focus on the key issues identified in the 
pre-observation conversation.
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Observing and Taking Notes
After the observation (but before the reflection conversation)

7. Review your observation narrative. Check to insure you’ve been fact based. You 
may have a few additions or deletions.

8. Jot down a few quality notes: Quality notes link what you saw and heard in your 
observation to the Youth PQA focus agreed upon with staff prior to the program 
observation. These notes are intended to stimulate and encourage dialogue. You just 
jot a few so that the person observed can fill in more. These notes may include:

✓ Statements about what stood out for you about what happened

✓ Comments connecting what you saw and heard to Youth PQA focus items

✓ Questions that will clarify or extend what you saw or heard

Quality Narration

High-quality narration Low-quality narration

10 minutes into the activity, three kids
walked away from the planned activity and
began shooting dice in the corner. Staff did
not respond. These three returned to the
planned activity after 20 minutes.

Kids are wild.

Staff said, “Johnny, you don’t seem to really
be trying your best. I know you can do
better.” Staff moved to talk with another
youth. Johnny looked down at his art project
and then started talking with another youth.
He did not do any more with his project after this.

Staff was critical of
Youth efforts.

Five minutes after the scheduled start time,
the staff left the room to make copies of the
planning sheet she wanted youth to use.
When she returned in 10 minutes, the youth
were engaged in conversation with each
other. The planning for activity started 10
minutes after she returned.

Staff not prepared
for session.
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Narrative Notes (Example)
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Narrative Notes (Example)
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Narrative Notes
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Narrative Notes

18



© 2025 The Forum for Youth Investment

Narrative Notes
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Narrative Notes
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Supporting the Reflection 
Conversation

The reflection conversation has a sequence of its own. The conversation begins with 
building comfort and trust, moves to letting staff be the lead and ends with summary and 
an action plan.

Beginning

1. Meet in a comfortable place, free from interruptions. Discuss how much time is available to 
meet and how long you think it might take (a solid reflection conversation usually lasts 45 
minutes or so).

2. Restate the purpose of the observation-reflection session, and of using a Youth PQA focus. 
Emphasize that while you will guide the conversation flow, they will lead the content of what 
you talk about. You are a mirror, helping them see and understand their own practice.

3. Ask staff how they thought things went for the observation.

Middle

4. Give staff a copy of the Narrative and Notes Form that you filled out. Use this document as 
a guide to discuss the observation.

5. Ask the staff to add things to the Notes side of the Narrative and Notes Form—make sure 
you write down what they say.

6. Let the staff lead the conversation as much as possible.

7. Hold back your ideas and opinions and let staff make discoveries. This will be much more 
memorable to staff than if you just tell them what you thought about what you observed.

8. Be selective, focusing on the issues that emerges from the discussion (or previously agreed 
upon focus). Remember that we can effectively deal with only one thing at a time.

End

9. Summarize the discussion with 2 to 4 statements about the strengths identified from the 
observation. Remember that you are focusing on the strengths of the staff, not the strengths 
of the young people observed. The strengths should be things that are meaningful (not 
token).

10. Summarize the modifiable issues generated from the reflection conversation. Make sure 
you list more strengths than modifiable issues. Remember that you are focusing on the 
modifiable issues of the program and the staff, not those of the young people observed.

11. Together, generate and document strategies to address the modifiable issues.

12. Make a copy of the Narrative and Notes pages and the Summary Sheet for the staff.

13. Document a follow-up plan, which may simply be a date to meet again.

21



© 2025 The Forum for Youth Investment

Narrative Notes Reflection

22



© 2025 The Forum for Youth Investment

Narrative Notes Reflection
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Active Listening
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30 Ways to Affirm
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Notes
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Notes

27



© 2025 The Forum for Youth Investment

Notes
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Notes
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