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1. INTRODUCTION 

 
SCSA is committed to Performance and Quality Improvement (PQI) as evidenced 
by the ED and Board‘s endorsement of this plan and the information that is 
shared with all stakeholders in the Annual Report and accompanying the Annual 
Survey.  
 
PQI at SCSA is an agency wide responsibility and is integrated into every 
program and agency site.  PQI incorporates organization-wide program 
evaluation and performance improvement along with outcome measurements 
defined by client and stakeholder input and needs. 
 
The guiding principles of SCSA’s PQI approach include: 

 Cultivating an organizational culture of on-going learning and development 
using quality improvement philosophy and principals 

 Using strength based approaches to service delivery; valuing client and other 
stakeholder  input, advise and knowledge 

 Building organizational capacity and resiliency through program and service 
evaluation activities 

 Converting data to useable information in the on-going process of 
continuously modifying practice to meet stakeholder demands and client 
needs 

 Expecting strong employee involvement at all levels in SCSA’s PQI process 

 Utilizing continual improvement of processes and systems  to ensure quality 
and relevant service delivery throughout the organization 

 Aligning practice with annually defined long-term and short term strategic 
planning outcomes 

 
SCSA believes the above mentioned PQI principles are aligned with the 
organization’s mission, vision and values: 
 
SCSA’s mission:  Working together to enhance the quality of life in our 
communities. 
 
SCSA’s vision:  A place where hope, opportunities, and possibilities are realized. 
 
Our work is guided by and aligned with the following values:   

 We help each other live with confidence and courage 

 We believe in the power of belonging 

 We act with integrity 

 We grow through creativity and flexibility 

 We celebrate the strength of diversity 

 We cultivate contribution and participation 
 

 
 

 

Cathryn Olmstead 
Executive Director 

Greg Wacholtz 
Board Chair 
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2. PQI FLOW CHART 

 
  

Performance data is collected related to areas identified 
above.  Sources of data include performance evaluations, 
incident reports, stakeholder, client and staff surveys, etc. 
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3. PQI STRUCTURE 

 
 
SCSA’s PQI Committee is composed of representatives from every program 
within the organization.  The primary representatives include the PQI Coordinator 
and team leaders from each program.  Senior management also participates.   
 
The committee meets quarterly and spearheads the PQI initiative. The committee 
conducts an analysis of PQI related data that has been gathered throughout the 
year including information solicited from the clients, staff and other stakeholders.  
From this data the committee makes recommendations and suggestions 
regarding the specific areas of improvement that will be targeted and measured. 
This quarterly information sharing is recorded during each meeting and shared 
throughout the organization.   
 
The results of the PQI work done throughout the organization are shared 
throughout the agency and among shareholders.  Each program identifies their 
PQI goals and outcomes in SCSA’s Annual Report which is widely circulated and 
posted on the SCSA website.  
 
Team Leaders who are representatives of the PQI Committee share the 
information with their program staff and work with them to determine that 
program’s specific PQI goals.  The program staff is encouraged to explore 
opportunities to enhance service delivery, client outcomes, customer experience, 
and cost effectiveness. 
 
PQI is a standing agenda item at program staff meetings, which occur at least 
once a month.  The Team Leader is also the PQI Committee member therefore is 
responsible for ensuring information is shared both ways; within the program as 
well as within the PQI committee. This shared information is used to revise and 
enhance existing program policy, procedures, and protocols. 
 
An annual document recording the organization’s PQI goals and activities is 
reviewed by the committee and SCSA executive, and is approved by the board. 
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4. THE PQI PROCESS 

 
 

What? The PQI Plan is a document that describes in detail, the 
activities, participants (roles and responsibilities) and 
timeframes involved with SCSA’s PQI process; and serves as 
a ‘roadmap’ to explain how SCSA uses PQI to continuously 
improve operations. 
 
The PQI document (Annual Spreadsheet) in a mechanism 
used to capture the annual short term goals, progress notes, 
and other PQI related data. 
 

Who? All staff and key stakeholders have input and are involved in 
the development of the PQI Plan. 
 

How? Staff implements the PQI Plan on an on-going basis and 
provides feedback to the PQI coordinator. 
 

How Often? The PQI Plan is reviewed and approved annually.   
 

Monitoring & 
Reporting 
Methods 

All Staff, Program Management, Executive and Board provide 
feedback regarding the content of the PQI Plan.  Changes are 
incorporated into the document on a regular basis. 
 

Feedback & 
Improvement 
 

On-going and at least annually by senior leadership, Board of 
Directors, and significant stakeholders. 
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5. STAKEHOLDER PARTICIPATION 

 
SCSA values key stakeholder participation and input into the PQI process.  
 

What? Stakeholders participation is a mechanism to ensure that those 
individuals and groups most impacted by the work we do have 
the opportunity to provide input about the work we do in order to 
inform our PQI process. 
 

Who? Key stakeholders include:  Clients, Staff, Board of Directors 
service providers, funders, volunteers, consultants, School 
Boards, Courts and Probation, and public agencies. 
 

How? Clients:  Annual surveys, on-going group and individual input, 
complaint and compliment forms, quarterly newsletters and 
website that offer ways to provide feedback. 
 

Staff:  Annual engagement surveys, mid-term check in, on-going 
group and individual input regarding issues, problems, training, 
etc. Staff set goals to operationalize strategic plan. 
 

Board:  Monthly board meeting agenda items include review of 
finance, policy, risk management items, etc.  Board determines 
strategic direction. 
 

Funders: Annual satisfaction surveys, group and individual input 
sessions, invited to AGM. 
 

Others: SCSA staff participate in and lead committees 
throughout the community, information gathered is used to inform 
PQI process.  Annual surveys, newsletter, AGM. 
 

How Often? Clients:  Annually, and on-going 
 

Staff:  Twice a year, annual survey and mid-term check in 
 

Board: On-going throughout the year 
 

Funders & Others: Annually, and on-going 
 

Monitoring & 
Reporting 
Methods 

Activities involving stakeholder groups are documented by staff in 
attendance and minutes are shared.  Survey Information is 
aggregated by administrative staff and shared with board, 
leadership team and PQI committee. 
 

Feedback & 
Improvement 
 

Information provided by stakeholders is shared throughout the 
organization at quarterly PQI meetings and at staff meetings. 
Corrective action is based on aggregated results of monitoring 
stakeholder feedback.  Other action may include policy change, 
outcomes, training, resources, as well as short and long term 
strategic goals. 
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6. LONG-TERM PLANNING 

 
SCSA is committed to a robust and inclusive annual strategic planning process 
that contributes to PQI priorities and activities.  A comprehensive strategic plan 
that involves Board, staff, and stakeholders, assists the organization in defining 
expected outcomes and aligning activities with PQI goals. 
 

What? A long term (3-5 year) document that defines the strategic 
direction of SCSA through the formulation of measurable goals 
and objectives with time frames and responsible personnel 
identified in the document. 
 

Who? The SCSA Board is responsible for leading the strategic 
planning process.  The board involves program staff and 
leaders and incorporates information from various sources.  
The board may hire a professional consultant to assist them 
with the strategic planning process. 
 

How? Strategic planning begins with summary review of key 
documents that include the previous strategic plan, survey 
results, critical incident summaries, program summaries, 
environmental scan, program service delivery reports, client 
demographics and funding trends, etc. During the strategic 
planning process the board reviews the vision, mission and 
values and explores the strengths, weaknesses, opportunities 
and challenges the organization faces.  The strategic plan also 
includes information gathered from staff and other focus 
groups.  The draft plan is developed, feedback is sought and 
the final plan presented after revisions. 

 

The strategic plan is operationalized by the staff and planning 
goals are embedded in every staff member’s performance 
evaluation document. 
 

How Often? Every three to five years (dependant on the volatility of the 
environment) with an annual review and revision.  Employees’ 
performance evaluation documents are reviewed twice a year. 
“Reflection in Action’ documents reviewed at least monthly. 
 

Monitoring & 
Reporting 
Methods 

Administrative staff provide documentation to capture the 
staff’s steps toward operationalizing the plan and the 
organization’s progress toward the defined goals.  
 

Feedback & 
Improvement 
 

Progress toward meeting the strategic plan goals is reviewed 
regularly.  Feedback is solicited throughout the stages of 
development and the completed plan is distributed to all staff.  
Modifications to the plan may be entertained dependant on 
significant unforeseen circumstances. 
 

http://www.scsa.ca/images/uploads/scsa_board_packages/SCSA_FINAL_Strat_Plan_April_2014.pdf
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7. SHORT-TERM PLANNING 

 
Once a year, every program at SCSA gathers that program’s staff together to set 
annual goals. This short term planning helps ensure clarity around program 
deliverables and priorities.  As with the strategic goals, the program goals are 
also embedded in each employee’s performance evaluation document.  Short 
term goals while program specific, typically dovetail with the long term strategic 
goals. Reviewing progress toward program goals may provide insight into 
program capacity building opportunities such as employee training, customer 
experience or stakeholder expectations. 
 

What? Annual goal setting conducted by each program that defines 
mutually agreed upon actions that are aligned with program 
deliverables and dovetail with the strategic plan. 
 

Who? Program managers and staff. 
 

How? Program managers and staff develop short term (annual) goals 
with measurable objectives and timeframes. These goals are 
embedded in each employee’s performance evaluation 
document.  
 

How Often? Goals are developed annually, and reviewed at least twice a 
year. 
 

Monitoring & 
Reporting 
Methods 

Program managers monitor progress toward goals during staff 
meetings and using the “reflection in action” tools.  Midterm 
check in with individual staff highlights progress or areas 
requiring further action.  Update toward goals is captured in 
the PQI document and the Annual Report. 
 

Feedback & 
Improvement 
 

Progress toward meeting the goals is reviewed regularly.  
Modifications may be made if deemed necessary. 
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8. CASE RECORD REVIEW 

 
SCSA is committed to high quality service delivery and ensures that each 
program in the organization conducts regular reviews of client case records.  
Case record reviews are conducted quarterly and include a review of quantitative 
and qualitative documentation, and commentary with regards to adherence to 
expectations.  
 

What? Case record review is the systematic process, within each 
program, where a random sample of open and closed client 
files is selected and reviewed on a quarterly basis.   Client 
case records are assessed against an established review 
instrument that includes compliance and qualitative review 
elements. 
 

Who? Case record reviews are conducted by staff who demonstrate 
no conflict of interest, and who can be objective pertaining to 
the particular case record(s) under review.  Typically this will 
be a colleague from another program. 
 

How? Client files are reviewed using the review instrument that has 
been developed for the program being reviewed.  The review 
instrument incorporates specific expectations and other 
outcome data elements as deemed appropriate to the 
program.  Items under review include compliance related 
expectations as well as qualitative elements. 
 

A review form is completed for each case file and the data is 
compiled to identify trends.  This information is shared and 
used as part of SCSA’s PQI process. 
 

The number of records is randomly reviewed; the sample 
number needs to meet a reasonable confidence level. 
 

How Often? Quarterly 
 

Monitoring & 
Reporting 
Methods 

Program Managers share results of case record review with 
program staff.  Discussion with staff and strategies are 
developed to ensure compliance and to address any areas of 
concern that may be highlighted with the review.  Results are 
also posted in the PQI document (Annual Spreadsheet).   
 

Feedback & 
Improvement 
 

Information is shared with staff and is used to develop plans 
for improvement, modify procedures, highlight opportunities for 
staff training, or provide additional supervision.  Trends are 
identified and brought forward to planning activities. 
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9. INTERNAL QUALITY MONITORING 

 
Internal quality monitoring of processes and systems at SCSA is an 
organizational activity that is aligned with the PQI philosophy.  SCSA believes 
that when processes and systems are regularly reviewed by qualified staff it 
reduces the opportunity for problems to occur.  It is important to SCSA that staff 
at all levels participate in creating more effective, efficient, safe and valuable 
processes that focus on delivering an exceptional client service experience. 
 

What? Internal quality monitoring includes a system to break down, 
review, assess, and improve various internal processes and 
systems including extensive risk management activities. 
 
Internal processes and systems that are reviewed on a regular 
basis include: 

 Incidents 

 Accidents 

 Client outcome data 

 Program outcome data 

 Compliance with legal requirements including licensing and 
mandatory reporting laws 

 All cases where clients are deemed a danger to self or 
others 

 Environmental risks 
 

Who? Internal quality monitoring is the responsibility of everyone at 
SCSA.  Specific responsibilities include: 

 Incidents & Accidents – Program Manager & Staff, Senior 

Staff, PQI Committee, Occupational Health & Safety 

(OH&S) Committee  

 Client outcome data - Program Manager & Staff, Senior 

Staff, PQI Committee 

 Program outcome data - Program Manager & Staff, Senior 

Staff, PQI Committee,  

 Compliance with legal requirements including licensing and 

mandatory reporting laws - Program Manager & Staff, 

Senior Staff, PQI Committee, Board of Director  

 All cases where clients are deemed a danger to self or 

others - Program Manager, Program staff, Senior Staff, PQI 

Committee 

 Environmental risks  - Program Manager, Program staff, 

Senior Staff, PQI Committee, Administration, OH&S 
 

How?  Incidents & Accidents – Review and analysis of aggregated 

data. 
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 Client outcome data– Review and analysis of aggregated 

data. 

 Program outcome data– Review and analysis of 

aggregated data. 

 Compliance with legal requirements including licensing and 

mandatory reporting laws– Ongoing review, annual 

contract review, incident / accident review, senior 

management review. 

 All cases where clients are deemed a danger to self or 

others– Review on a case-by-case and by incident basis. 

Review and analysis of aggregated data. 

 Environmental risks –Review and analysis of aggregated 

data, refer to Administration or Occupational Health & 

Safety Committee if findings are of a serious nature. 
 

How Often?  Incidents & Accidents – Quarterly (Minimum) 

 Client outcome data– Annually (Minimum) 

 Program outcome data - Annually (Minimum) 

 Compliance with legal requirements including licensing and 

mandatory reporting laws - Annually (Minimum) 

 All cases where clients are deemed a danger to self or 

others - Quarterly (Minimum) 

 Environmental risks - Quarterly (Minimum) 
 

Monitoring & 
Reporting 
Methods 

Internal quality monitoring activities are documented by the 
Program Manager who is responsible for completing the 
review. 
 

Results are forwarded to Senior Management with proposed 
changes to process and systems as appropriate. 
 
Senior Management review and approve changes as required. 
 

External monitoring and review by relevant stakeholders is 
incorporated into the process. 
 

Feedback & 
Improvement 
 

Feedback from internal monitoring activities is provided by the 
Program Manager to Senior Management.  Improvement plans 
are developed in response to the feedback. 
 
Improvements include revisions or development of policy / 
procedure / protocols, changes to specific processes or 
systems, changes in training, modifications to outcomes that 
are tracked and measured, and redefined priorities for staff 
supervision.  
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10. OUTCOMES MEASUREMENT 

 
SCSA believes that measuring outcomes and outputs is necessary to ensure that 
appropriate and effective services are being delivered to clients.  Aggregate 
outcome measurement data is used to assess the overall effectiveness of 
programs and services within the organization. 
 

What? All programs have established positive outcome expectations 
to measure the effectiveness of services and the impact on 
clients. 
 

Who? Outcome data is collected, aggregated and analyzed by the 
respective program manager and staff. 
 

How? Staff and stakeholders are involved in the development of 
program outcomes and outputs.  Baseline information is 
established and a comparative analysis is made between 
current outcome and output data and baseline data.  This 
information is used to determine the effectiveness of the 
program. 
 

Aggregate outcome measurement information is utilized by 
each program to assess the overall effectiveness of the 
program service delivery and improvement plans are 
development when needed. 
 

How Often? Outcome data is reviewed at least every six months. 
 

Monitoring & 
Reporting 
Methods 

Contract outcomes and outputs are reported to the funding 
body on a regular basis, per contract requirements. 
All programs report quarterly to the PQI Committee in order to 
observe and track patterns and trends.  Analysis of the 
outcome data is entered in the PQI document and shared 
internally. 
 

Program Managers are responsible for tracking and tending 
program specific data and results and entering information into 
the PQI document (Annual Spreadsheet).   
 

Feedback & 
Improvement 
 

Outcome measurement results are tracked at the program 
level and shared with program staff and significant 
stakeholders. 
 

Senior management reviews with quarterly PQI reports, 
provides feedback, and approves action to be taken. 
 

Based on the monitoring of client outcomes, improvements 
needing to be made may include changes to policy and 
procedure, staffing, training, modifications to expected 
outcomes or changes to staffing or other resources. 
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11. CLIENT SATISFACTION MEASUREMENTS 

 
SCSA understands the importance of using client feedback to assess our ability 
to meet their ever-changing needs.  This “people first” philosophy of service is to 
a fundamental element of PQI and paramount to SCSA’s success.  SCSA strives 
to achieve high levels of client satisfaction and welcomes feedback about service 
delivery and other areas of satisfaction that may require attention or intervention. 
 

What? The organization continuously solicits information from clients 
about their experience participating in programs and services 
offered by SCSA. SCSA seeks clients’ ideas and input about 
areas for improvement. 
 

Who? All client serving programs actively engage in seeking 
feedback from participants. 
 

How? Formal client satisfaction survey administered by program 
staff.  Surveys are voluntary and confidential and include 
demographic information about the client. 
 
Complaint forms are available for use by all clients and 
complaint policy and procedures is available for all clients to 
review. 
 
Focus groups are conducted by program staff within some 
programs. 
 

How Often? Gathering client input is an on-going activity with formal 
surveys conducted on an annual basis. 
 

Monitoring & 
Reporting 
Methods 

All surveys are returned to the Program Manager to be 
aggregated and submitted to the PQI Committee and Senior 
Staff.   
 
Survey results are communicated to staff and discussed at 
regularly scheduled staff meetings. 
 
Information that is relevant to particular stakeholders is 
communicated to them to solicit feedback.  Stakeholder 
feedback is incorporated into the information. 
 

Feedback & 
Improvement 
 

Each program develops improvement plans based on 
satisfaction information.  Improvements may include policy or 
procedure changes, training enhancements, physical changes 
to the program space, operational changes, etc. 
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12. FEEDBACK MECHANISMS 

 
SCSA solicits input from stakeholders and provides feedback regarding the 
results of improvement efforts including challenges and successes.   
 

What? Mechanisms for sharing feedback with stakeholders so those 
providing input can see the results of their efforts, as well as 
learn about other agency successes and challenges. 
 

Who? The PQI Committee is responsible for communicating and 
providing feedback on quality improvement initiatives to the 
Board, Staff and Senior Management team. 
 

How? SCSA’s Annual Report which includes information on PQI is 
shared with all stakeholders and posted on the SCSA website. 
 
Newsletters including PQI information are circulated to all 
stakeholders. 
 
PQI meeting minutes are posted on the SCSA website. 
 

How Often? Annual Report is published and circulated once a year. 
 
Newsletters are distributed quarterly. 
 
PQI meetings are held quarterly.  Results are captured in the 
PQI document (Annual Spreadsheet) and minutes are taken.  
All information is shared with staff on an on-going basis. 
 

Monitoring & 
Reporting 
Methods 

The Annual Report is posted on the website, presented to all 
who attend the AGM, and mailed to select stakeholders. 
 

Feedback & 
Improvement 
 

Feedback received from internal and external stakeholders is 
considered and incorporated into on-going agency continuous 
quality improvement efforts. 
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13. IMPROVEMENT PLANS 

 
SCSA embraces the philosophy of PQI and is prepared to invest the time, energy 
and resources to ensure that the results and activities conducted within the PQI 
program contribute to improvements in operations and ultimately to an 
exceptional client service experience.  Additionally, when changes are data 
driven and grounded in a ‘people first’ philosophy we can be confident that 
SCSA’s ability to respond to changing consumer and stakeholder needs will 
ensure future resiliency. 
 

What? Formal on-going activities that responds to the results of 
conducting PQI work and the on-going review of reports and 
satisfaction efforts.  Changes are made to practice through the 
modification of policy or procedure, training, resources, 
increased supervision or other programmatic change. 
 

Who? Improvement planning is the responsibility of all staff and 
stakeholders.  Program Managers, Senior staff and the Board 
monitor the implementation of improvement plans. 
 

How? Program Managers review the results of PQI activities and in 
coordination with appropriate staff; formulate improvement 
plans that define quality improvement efforts.  Improvement 
plans include timeframes and identify who is responsible for 
what action.  Improvement plans delineate activities that will be 
implemented to address identified concerns. 
 
Management is responsible for ensuring that improvement 
plans are implemented.  The PQI committee is responsible for 
monitoring the results of the implementation of the 
improvement plans. 
 

How Often? On-going 
 

Monitoring & 
Reporting 
Methods 

The PQI committee engages in the on-going monitoring of the 
implementation of improvement goals and objectives. 

Feedback & 
Improvement 
 

The impact of implementing improvement plan activities is 
measured by overall improvements in the PQI activities 
identified in the PQI document.  
 
This includes improvements in levels of stakeholder 
satisfaction, reduction in out of compliance items, enhanced 
achievement of client outcomes, etc. 
 

 
 
 


