
 
 

 
 

 

QA / PA 
Quality Assurance and Performance Accountability Session 

Presented by Veronica Moore, Program Specialist 
Maria Morrow, Program Specialist 

Elena Madrid, Supervisor 
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Agenda 

• Review of QA/PA Positions General Roles 
and Responsibilities – Elena 

• What TWC Knows – Maria (POC and survey 
responses). 

• What the Programs Know – Veronica and 
Maria 

• A Collaborative Vision – Elena 

• Tools and Resources – Community of 
Practice – Elena 

• Case Studies – Topics of Discussion 

• What Comes Next 



Goals and Gains 

 

   

• Build community and support for QA / PAs 

• Shared resources and tools 

• Stronger presence when it comes to these positions 

• Notable results in student outcomes, program services,
performance and accountability 



 

General Roles and 
Responsibilities 

Photo courtesy of Bianc Akckermann on Unsplash 



  
 

 

 

The Puzzle 

• Performance Accountability >
Puzzle Box – Big Picture 

• Quality Assurance > Puzzle 
Pieces – to make the Big 
Picture evolve 
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Quality Assurance
(QA) 
• Process, procedure, and policy driven 
• Knowledgeable of Program requirements 
• Develops processes to meet quality outcomes/standards 
• Asks 5 W’s & the How 

• What is the goal? 
• When are processes and procedures implemented? 
• What is the timeframe on expected outcomes? 
• Why do the processes need to be implemented? 
• Where are processes implemented and where does 

staff find guidance? 
• How do we best implement these processes? 



 

     
   

      
    

   
      

  
  

    

  
 
  

QA 
Responsibilities
(RFA 320-18-01 
Attachment A) 

• Development of and adherence to Standard 
Operating Procedures (includes all required and local 
level SOPs) 

• Effectively lead auditing and observation of work to 
evaluate compliance with policies and procedures 
and adherence to grant requirements 

• Conducting regular audits at the local level 
to ensure processes are running smoothly 
and identify any areas that need 
improvement, retraining or updating 

• Provision of technical assistance for improvement 
and enhancement 

• Understanding processes and software 
utilized (TEAMS) to assist at local level 
before contacting TEAMS TA, IT or PS 



   
 

    
      

    

   
 

 

QA - Do the Responsibilities Match 
the Qualifications? 

• Responsibilities / Duties 
•Development of and adherence to 
Standard Operating Procedures 

•Effectively lead auditing and observation of 
work to evaluate compliance with policies 
and procedures and adherence to grant 
requirements 
•Provision of technical assistance for 
improvement and enhancement 

Skills/Experience 
• Writing SOPs 

• Auditing 

• Program improvement / enhancement 

• TEAMS utilization 

• Effective communication 

• Data Analysis 



 

Performance 
Accountability (PA) 
• Performance Outcome and Accountability

Driven 

• Process Procedural Success 

• Change/Improvement Agent 

• Data Analyst and Reporting 



 

 

  
 

 
   

  
  

  
 

  

PA 
Responsibilities
(RFA 320-18-01 
Attachment A) 

• Manage compliance to the Texas AEL
Assessment Guide, Applicable AEL and WD 
letters, and other performance requirements 

• Support coordination of data collection and 
performance reporting for Discretionary 
Innovation Projects funded by the Agency to 
expand new service options, as applicable 

• Serve as the point of contact for staff for 
program and/or consortia, if applicable, 
questions related to accountability, 
assessment, and data management 

*Develop and conduct trainings regularly to keep 
staff up to date. Understanding policy to answer 
questions or knowing who to contact for
questions that need additional clarification 



 

 
 

  
 

  
   

  

  
 

 

PA - Do the Responsibilities Match 
the Qualifications? 

• Responsibilities / Duties 
• Manage compliance to the Texas AEL

Assessment Guide, Applicable AEL and WD 
letters, and other performance requirements. 

• Support coordination of data collection and 
performance reporting for Discretionary
Innovation Projects funded by the Agency
to expand new service options, as applicable 

• Serve as the point of contact for staff  for  
program  and/or  consortia, if applic  able, 
questions  related to accountability, 
assessment, and data management 

Skills/Experience 
• Interpret and communicate state 

and federal guidance 
• Training development and 

oversight 

• Liaison 

• Excellent communication skills 

• Data analysis 



   

 

 
  

 

 
  

  
 

 

  
 

 
 

 
   

 
 

QA and PA - Separate but Not the Same! 

PERFORMANCE 
ACCOUNTABILITY 

• Manages compliance with 
the TX AEL Guide, 
applicable letters and other 
performance requirements 

• Supports coordination of 
data collection and 
performance reporting 

• POC for questions related 
to accountability, 
assessment and data 
management 

DIRECTOR QUALITY ASSURANCE 

• Development and 
adherence to SOPs that 
align to state standards 

• Effectively lead auditing & 
observation of work to 
evaluate compliance w/ 
policies and procedures & 
adherence to grant 
requirements 

• Provision of technical 
assistance 

All positions 
fully understand 

WIOA Performance 
Measures and work in 

tandem with 
each other 



Check In 



Photo courtesy of Kelly Sikkema on Unsplash  

What TWC Knows 



    
   

   
  

   
  

      
   

 
 

   
 

How are you
assessing the 

programs for Quality
and Compliance? 

Weatherford 

Our leadership staff meets regularly, and we discuss any new guidance from 
TWC. If new guidance warrants it, we put new local policy into place that assures 
our program remains compliant. If appropriate, we update SOPs and notify 
staff. If we have questions about guidance, we seek clarification from TWC. 
We observe individual classrooms, we strategically assign PD to instructional

staff, and we also periodically survey students to get their input. 

Navarro Host monthly calls for instructors and assist with monthly calls for aides. I review
lesson plans weekly and meet with staff one-on-one to follow-up classroom visits. 

HGACC 
We also provide an annual business meeting where we discuss new written 

policies and guidelines, updated monitoring tools and all requirements for 
conducting internal monitoring. We also review monitoring results and summaries 
from the previous year so that we can focus on these issues in the current year. 

Victoria and Internal mini “audits,”  i.e., imitating the monitoring visits we have had for our  
program  in the past. 

Region 20 Quarterly  monitoring visits that focus  on different topics 



 
   

  
 
 

   

    
  

   

   

  

 
 

Do you have
examples of tools or 
a process that you 

are utilizing for 
program

improvement? 

SWTJC Monthly Site Supervisor Meetings (SSMs) and Monthly Site Meetings 

Brownsville 
Student program  surveys, weekly  meeting time with teachers  who may have any  
questions  on related items 
Weekly checklists  for teachers  to assist with data requirements 

Navarro 
We survey students and staff for feedback to make improvements in technology we 
can provide (hotspots, webcams, etc.) and other services we can refer or 
implement. I host monthly meetings with instructors and assist with monthly aide 
meetings where staff are encouraged to share strategies, concerns, and participate 
in program improvement. 

Denton Our program has a monitoring SOP for conducting QA reviews. 

Region 5 
If we find a process or practice not in compliance, we provide one-to-one and/or
group interventions to correct, and re-train. There are times when we required staff 
to conduct self-assessments. We feel the self-assessments are effective in 
teaching staff to monitor themselves as well. 



 

   

    

  

What do you feel you need 
further assistance with in 
working as a QA or PA [at 
the local level]? 

• Having a FAQ that addresses the most 
common compliance issues  and how  to 
correct them 

• Make TWC auditing tools more accessible 
in order to create a local  monitoring 
checklist 

• Flowchart(s) and timelines to help train new  
personnel  on best practices that  deliver  
positive results 

• Strategies for  better  communication and 
information sharing with subrecipients  or  
partners 

• Best practices for  follow  up after  a process  
change due to review findings 

Photo courtesy of marcel ardivan on Unsplash 



 

 
  

 
 

 

What obstacles, if any, 
do you have related to 
these positions? 
• Time for planning  and 

review committee that includes  non-
administrative staff 

• Coordinating time with staff
for retraining and guidance on 
new practices and procedures 

• Reviewing data with teachers regularly 
• Having one person try to juggle 

both the QA and PA position 
• Knowing where program gaps are 

and being able to develop best 
practices to address them 

Photo courtesy of stephanie ecate on Unsplash 



  
  

  

 

  
  

 

  

What support can 
TWC provide for 
these positions? 
• Have a section for QA/PA in the Community of 

Practice. Provide monthly meetings, webinars, 
trainings and guidance. 

• Conduct Zoom meetings to go over 
letter content 

• Templates and checklists 
• Develop data reports, tools, etc. with consortia 

in mind 
• Networking meetings throughout the year 
• Provide contact list of QA/PA 

throughout the state 
• More training for QA/PA 
• Thorough job descriptions 

Photo courtesy of ross snedden on Unsplash 



Game Time! 
What do you know? 

St
oc

k 
Im

ag
e 

fro
m

 M
ic

ro
so

ft 
Po

w
er

Po
in

t 



 
   

 
 

 

 

 
 Conducting regular local 

level audits helps 
Programs: 

a) Ensure processes are 
running smoothly 

b) Identify areas that need 
improvement retraining or
updating 

c) Catch and correct mistakes 
before end of year close out 

d) All the above 

Ph
ot

o 
co

ur
te

sy
 o

f a
li 

ha
jia

n 
on

 U
ns

pl
as

h 



 

 

 
 

  
 
  

 

All of the following are 
required SOP’s 

except: 

a) Recruitment & advertising 
b) Orientation 
c) Comprehensive Assessment,

testing & placement 
d) Professional Development 
e) Referral/Co-enrollment across 

core programs 
f) Data collection and management 

& PII 
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Where do you send an 
email if you have an 
issue with TEAMS? 

a) TEAMSaid@twc.state.tx.us 
b) TEAMS.TechnicalAssistance@twc. 

state.tx.us 
c) itsnotmyfault@twc.state.tx.us 
d) TEAMSworks@twc.state.tx.us 
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Where do you send an 
email if you have a 
policy or program 

question? 

a) AdultEducation@twc.texas.gov 
b) idontgetit@twc.state.tx.us 
c) AELTA@twc.state.tx.us 
d) AELcontracts@twc.texas.gov 

Photo courtesy of Chris Barbalis on Unsplash 
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Which TWC guidance
should you use to ensure 

Program compliance? 

a) AEL Guide and Testing 
Guide 

b) AEL and WD Letters 
c) MOUs 
d) Required and local SOPs 
e) a, b and d 
f) All the above 
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All the following are 
examples of Personally 
Identifiable Information 

except: 

a) Participant ID 
b) Phone numbers 
c) Social Security numbers 
d) Ages & birthdates 
e) Educational history 
f) None of the above 

Photo courtesy of sharon mccutcheon on Unsplash 



 
   

  

 

  

   
 

Which of the following 
is a responsibility of

the QA? 

a) Responsible for fiscal
accountability 

b) Coordinates planning and 
implementation for staff PD 
requirements 

c) Provide technical assistance for 
improvement and enhancement 

d) Provides support for Career
Pathways objectives 
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Which of the following 
is a responsibility of

the PA? 

a) Lead in distance learning, digital 
literacy and other education technology 
efforts of the program 

b) Work with Director to ensure 
deliverables are accurate and turned in 
on time 

c) Coordinate program instruction 
d) Act as a liaison between Workforce 

Solutions Offices, Vocational
Rehabilitation services and other 
partners 
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To keep staff up to date 
and in compliance the 

PA should: 

a) Forward all emails 
b) Meet with every staff member once 

a month 
c) Request a report from each staff 

member weekly 
d) Develop and conduct trainings 

regularly 
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Data validation occurs 
monthly on: 

a) The 20th 

b) The 3rd Thursday of every month 
c) The 15th 

d) The 1st 

Photo courtesy of estee janssens on Unsplash 
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What percent of time is the 
grant minimum requiremen
for the PA and QA positions:

a) 5% and 5% 

b) 20% and 15% 

c) 30% and 50% 

d) 20% and 10% 
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True or False, it is best 
practice that the PA and QA

position be held by the 
same person? 

a) True 
b) False 

Photo courtesy of ThisIsEngineering on Pexels 
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A Collaborative Vision 

Quality
Assurance 

Program
Accountability 

Director 

(Policy and Guidance / 
Technical Assistance) 

Other 
Providers 

(Ideas and 
Suggestions / Shared 
Tools and Resources) 

PD 
(Communities of Practice 

/ Professional 
Development) 

TWC 
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Tools and 
• Tools and Resources Other: Resources 

General Program Review / Internal 
- Monitoring 
- Sub-Recipient Monitoring 
- SOPs 
- Detailed Program Reviews 

Ask: What areas area you looking to improve? 

• NRS Tools 
• TWC – Technical Assistance / Policy / Guidance 
• PD Centers – Instruction / Distance Learning and Career 

Navigation 
• Tools and Resources from the QA / PA Community 
• Communities of Practice 
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Communities of Practice 
Closed Community for QAs, PAs and Directors Only 

Step 1: Login to the PD Portal Step 2: Connect to Communities 
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  Step 3: Select Performance Accountability and Quality Assurance 
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SWOT Analysis Template 
Strengths, Weaknesses, Opportunities and Threats 

Strengths Weaknesses 

Opportunities Threats 

Strengths Weaknesses 
• Dedicated instructors with rich 

experience and knowledge in AEL 
instruction 

• Fantastic facilities (computer labs and 
classrooms) in our newly renovated 
building for teaching 

• We do a very job, get good student 
evaluations for the work we do, but is 
this sustainable? 

• Staff have a good relationship with 
students 

• Well established process for monitoring 
and program improvement 

• The number of classes in our 1st yr. 
program keep increasing and 
requiring more instructors but staff 
not increasing 

• There is little communication or 
collaboration between the instructors 

• No real mentoring program for 
instructors or new staff 

• Schedule of classes not pre-planned 
in advance of a new program year 

• 30% of students not making it to 12 
hours 

• Students placed in DL without a good 
assessment of the students’ digital 
literacy skills or access to technology 

Opportunities Threats 
• No diversified enough in offerings for 

service/classes 
• We do not disseminate reports or 

report on what we are doing in terms 
of program/service improvement 

• We do not complete the assessment 
cycle and use data formally to 
improve services – we need a 
working group or task force to get 
buy in from all staff 

• Not widespread knowledge of what is 
going on in services – need to all take 
responsibility to find that out and act 
on possible partnerships 

• Accountability is not seen as a team 
responsibility 

• Program funds to be used for increased 
support in the area DL and Remote 
learning 

• Development and support for QA and PA 
positions 

• Targeted goal planning for 
service/program improvement 
established for the program year using 
information gathered with process 
established for monitoring and program 
improvement 

• Increase open communication with staff 
to gain feedback for improvement 

• Take a more holistic approach to 
program/service improvement by 
addressing all areas that impact service not 
just instruction 



  

 

   
  

 
 

What To Expect for PY 21 - 22 

• Quarterly meetings 

• Project 
- Program Review to Identify Areas for Improvement 
(All programs emailed their Detailed Program Review) 
- Identify areas of priority 
- Come up a with plan, timeline, benchmarks for improvement 
- Implementation and monitoring of progress 
- Progress evaluation 



  

Tentative Meeting 
Schedule 

• Virtual in late Nov or early Dec 

• F2F at TALAE pre-conference 
February 9th 

• Virtual in May 

• Next year at the Fall Institute 





Thank you! 
• Veronica Moore, Program Specialist 
• Maria Morrow, Program Specialist 
• Elena Madrid, Supervisor 
• TCALL team 
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