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Nifty 9 Overview
Key Points

The purpose of the e-Book is to clariby the Nifty 8 When you have read this material you will have an
understanding of the 9 key elements, the building blocks and the puzzle pieces of exemplary performance,
and you will have & lens to look through to guide your wark.

Terms/Glossary
Professionalism: “our stlitude and behavior at work
Safety: Creatinga safe space for kids and staff both physically and emotionally

The Trilogy: These three ingrediente—managing the emdaronment, behavior guidance, and discipline
provide the backbone of & strong program that
promates learning

Direct and Tell vs. Question to Connection:
Ahility toask questions rather than give answers

Holistic Instruction: The pattern of 3 good lesson:
Opening (Objective, Prior Knowledge), Content
(Explain, Model, Demonstrate, Teachable
Maoments); and Closing (Review, Reflect, Debrief-
with & Commitment)

Transitions: Ability to move from one activity or location to another effectively

Debrief: Moving an activity into a leaming opportunity by talking about what was leamed

Prior Knowledge
"Alex iz 2o good at working with youthl”

What does it take to be good at working with youth? Why is it that some people just seem to relate to
youth, while others strugale to gain theirtrust and confiden ce?

Think back toyour own life. What were the characteristics of the people you connected with in a positive
wiay?  Howe did they interact with you'? What things did they say and do that let vou know they were an
adult whao cared about you?

Asyou identify those things, ask yourself how you do the same things with the youth you serve.
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Brain Power

When speaking with a Kindergaren student recenthy | commented on how
well he was working on a project. When | inquired how he was able to do
such a great job he pointed to his Program Leader and remarked, "She said |
was smart so | oaml"  Bwendhing we do owith youth influences them
|cdentifying how we can support them through our interactions with them is
critical. The MNifty @ helps you think through 9 essential vantage points to
strengthen your work,

Intreduction

The Mifty & identifies nine key considerations and understandings that yvouth leaders need in order to be
successful with youth. These nine are:  professionalism, safety managing the environment, behavior
guidance, discipling, drect and tell vs. questioning to connection, haolistic instruction, transitions, and
debriefing. These nine provide the foundation for exemplany performance.,

Debrief

What are the skills and understandings you believe yvou should have to be successful? How does what you
hawve read fit into those thoughts?  |dentify amy thinking that was confirmed, tweaked, or an Ahal
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Knowledge and Information

The Mifty 8 iz a list of the nine esszential elements that a Program Leader needs to understand to be
successful in working with wouth. These 8 are comprehensive and identified to help you strengthen your
performance ifyou are & frontline staff member and how to support your staff if you are a Site Leader (Site
Coordinator or Site Director). We will look at each of the nine separately.

Professionalism: Professionalism speaks to wour approach to wour work,  Characteristics of &
professional include owning one’s own learning and professional development, and continually updating
skillz to ensure that the results achieved are the outcomes that program desires. Professionals follow
these basics

o |earn every aspect of your job 35 3 leaming leader. Start to finish, this will help you be effective in
wiorking with young people.

o When at work, speak and dress like an after-school professional. This probably means a staff
shirt, khakis or dress jeans, closed4doe shoes, and a badge. Your gverall appearance will influence
how cthers see and respect you.

o Kespyour supplies and materials in a neat and orderly way 50 you can access them easily

o  Take care to discover what needs to be done to make the after-school program exemplarny and
then do everything in your power to make that happen. Understand the needs and interests of all
the stakeholders—students, other after-school staff, principals,
teachers, parents, and members of the community.

o llze 3 tone in your speech and behavior that speaks of
enthusiasm, cheedulness, interest, and commitment, rather
than anger, resentment, hostilty or says "this is just a job” Be
careful to lesve personal anxiety and issues out of the
wiorkplace.

o |f you make a mistake, apologize, learn from i, and move
forward. Thiswill give students permission to do the same.

o Be levelheaded  Know that when a student or parent
challenges wou, it is naot personal.  Listen to the message
behind the tone and respond with respect.  Learn the difference between the "WHC and the
WHAT "

o When yvou agree to do something—00 1T, and do it tothe best of your ability and on time. Under-
promise and over-deliver—help the people you work with leam totrust vourword. Do more than is
expected and always produce high qualiby work,

o Handle conflict at the lowest level Talk out differences of opinion, being open to "seeind’ things
from another’s point of wiew,

o  Respect confidentiality,.  Keep information sbout students, families, and other staff members
private. Your position will allow you to have sensitive information—he a person that can be trusted
with this information.
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Safety

Programs need to be places where young people feel safe both physically and
emotionally.  Clear expectations for safety should be set so that evengone: youth,
staff, school day, parents and other stakeholders understand the procedures and
protocols that are in effect to promote satety. Promoating safety begins with setting
clear agreements around safety and how each of the different environments that
programs find themselves in will look, sound and feel when everyone is safe
Other procedures that should be in effect are atendance checks when youth do
not show up for program when you are expecting them, procedures for checking
identification i you don't recognize who is picking the wouth up, emergency
procedures that are practiced and prepared for, and that you have a zero tolerance
for bulkding.

Managing the Environment

Out-of-school time programs occur in a number of different emvironments and learning how to manage
each of these environments so that the environment is your ally is important. Understanding the space, its
boundaries, its limitations, its advantages, its pitfalls, and so on makes this easier. Knowing your place in
the emaronment also makes a difference. Utilizing scans (both visual and auditory), keeping youth in a line
of sight, managing by walking around, and maintaining high energy throughout the program are key to
managing the environment.

Behavior Guidance

Behawior Guidance is what we offer to youth to help them make
good choices about the behaviors they exhibit. 1t is critical that
youth understand what is expected of them, what is acceptable
and appropriate behavior in a number of environments and
situations. Begin with agreements--we encourage Be Safe, Be
Respectiul, Be Responsible, and Hawve Fun. These big buckets
take care of the majority of Maslow's Hierarchy of Need and
help to create a space for leaming. I you focus on these
agreements (notice that they are stated in positive actions) and
fleshing them out, really listing the behaviors you expect rather
than the things you don't want to see. Hemember that if yvou ask someone NOT to do something and you
dont provide an altemative behavior that is appropriste, you wil leave a vacuum, and vacuums wil be
filled, often by repeating the behavior you do notwant. 1tis important to remind youth that when they make
a poor choice, they are onby one choice away from a better choice. Youth must be encouraged to make
changes in the choices they make if those choices do not lead to positive results. |f they are making good
choices, then it is important to celebrate and acknowledge those achievements.




E0NSULY

¢
Kips

Discipline

Discipling is a pro-active way to help instill the value of self-discipline and selt-responsibility in our youth.
Funizhment, on the ather hand, is a reactive response to g situation which can escalate to make a point.
The purpose of discipline in the after-school space is to help youth develop the skills they need to be
successful  Disciplineg requires that clear expectations have been set  individual rewards and
conseguences have been defined, and & step by step discipling plan has been developed. Agreements set
the clear expectations for behavior and should be universally
understood by all stakeholders,  Understanding discipling also
means that leaders understand that the hehavior youth
demonstrates is 3 choice—a choice to follow agreements or 2
choice to ignare them.  If youth has made a choice to ignore an
agreement and as the leader you have had a conversation prior
tothis advising them that if they choose to ignore the agreement
there wil be 3 specific consequence, when this occurs, the
consequence must be delivered. If you do not follow through on
this you will invite wouth to challenge vou more and more. In the challenge youth are trying to determine
what the agreements really mean. Have you ever heard an adult in & warehouse store say to a child, 'If
you don't stop this we're going homel™ Have you seen the adult saythis on aisle 2,6, 21, and 29 and then
finally at the check stand? What wou probably noticed is that only at the check stand does the youth
change behavior. The reason is that this iz the first time the youth understands that the consequence
{going home) is a reality, because they will be leaving for home shaortlhy. In discipling, it is essential to be
impeccable with your word. If you are not going to follow through, then don't say that this is what you are
going todo. I _then onlyworks if the then occurs,

Direct and Tell vs. Question to Connection

As adults we tend to direct and tell yvoung people what they should do. The difference between direct and
tell is this, When you tell someone something, what you are doing is telling them the results you want to
see Examples would be—clean-up vour room, do the dishes, or finish your homework,  Direct usually
ocaurs when the "tell’ doesn't work. If | told you to clean-up your room and |
check in on your room in an hour and nothing looks different, | can then direct
vou to clean-up your room by identifying each thing that vou should do—make
your bed, putyour dity cothes in the hamper, put your clean clothes away and
put your books on the bookshelf in alphabetical order.  When you direct
someone you not onlhy tell them what to do but how to do it as well The
advantage for young people when you direct and tell is that when things dont
wiork out, the youth can say, " did what you said and it didn't work. It's not my
problem and it's not oy fault!”

Cetainly there are times when direct and tell makes sense When time is of the
essence this is critical. When someone is brand new to a situation and has not
a clue about how to dothings, you might want to tell thern what to do and how to
do it Otherwise it is important that you are creating buy-in and ownership so
the youth are eager padicipants. To do this it is important to question to connection.  Each person is
unigue and has a set of skills, talents and interestz. When you diredt and tell yvou do not engage this
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unigque aspect of a person, you instead determing that you know better than the person does what hefshe
should do to get the task done When you ask questions, "What do you think? How do you see this
wiorking out’ What supports would you need?" and so on, you are asking questions that will help youth
think critically and make decisions. There is the adage that says, "Give 2 man & fish and you feed him for 3
day, teach a man tofish and you feed him for a lfetime." Cluestioning to connection is teaching youth how
to "fish" and a5 a result will lead to ownership as it helps youth to develop skills.

Holistic Instruction

Holistic instruction is a way to look at teaching and instructing youth. It is essential that youth have the
baseline knowledge and information they need to apply the learming to projects, simulations and real-world
explorations.  We believe in the gradual release model which begins when the person wih the most
knowledge begins the instruction and then through hands-on, interactive activities, the leamer becomes
more proficient and eventually owns the learning themselves. C4K's holistic instruction model begins by
looking at lesson design. There are three sections to the lesson: Opening, Content, and Closing. In the

: 9 DOpening you state the objective (tell youth what you want them 1o learn)
| and activate prior knowledge (what do wouth already know about this
topic] The Content section of the lesson plan follows an "l do " "We do,"
and "You do" model. In "l dd” the leader models, demonstrates and
explaing the information. “We do” engages youth in additional modeling,
demonstrating and explaining,  and then, "You do” lets yvouth practice
what they've learned in a controlled context (games, activties, projects).
Mate: youth will be able to work in an uncontrolled context where youth
apphy the skills theye leamed to 2 project of their choice. During the
"ou do" phase it is essential that the leader circulates through the youth
and takes advantage of the teaching moments that present themselves,
A teaching moment is an organic moment (unplanned) in which leaming
has come together for at least one youth or group of yvouth. The leader
calls for & time out 5o the youth can explain to hisher peers the leaming
and insight hefshe has had The third phase of the lesson is the Closing
which includes a Review (what did we do today), Reflection (so what, how can | use it] and Debrief (how
will | use this information in the future in my personal and profession life). Remember that a student's
professional Iife s leaming

"I

Orchestrating lessons around this holistic instruction model ensures that content is delivered in g
meaningful way and the focus is on what the student learns and can apply. The activities that vouth
engage in should be hands-on and done with 3 patner or in a small group orteam. The leaming should be
both instructional (you are teaching an identified topic with defined outcomes) and investigational (youth
pose g guestion and a plan to find the solution to the question, and then implement that solution) The
Holistic Instruction model promotes the acquistion of 215t Century [Festde skills wehich include:

critical thinking and problem solving

collaboration (listen and leam from others) and lead by influence
anility and adaptability

initistive and entrepreneurship

accessing and analyzing information
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effective oral andwritten communication
o curiosity (asking good questions) and imagination.
& Holigtic instruction is & tool to suppaort learming.

Transitions

During the sfter-school program there are & number of transitions. A transition is the action of moving from
one activiby to anather or one location to another. Transtions are not always easy. You will have youth who
are "slow adaptors” which iz defined as a child who is slow to get started and slow to finish up. ¥ou must
plan for these youth when you think of transitions. One of the successful strategies is to give them a
"countdonen” and kesp them posted as to amount of time left before the transition
begins. I you wonder if this strategy works or not, think about what happens when
g foothall team has & 2 minutes waming called.

To manage successtul transitions wou must be very intentional. How should a
tranaition look i it were executed flawlesshy® Think this through. Get input from
the wouth and other staff members. Then schedule time in your planning to allow
for this transition. Once you've completed 3 transition stop and ask the youth how
wiell they think they did on this transition and to make suggestions as how to
strengthen the transition.

Transitions are & very public face of the sfter-school program and t s essential for

a variety of reasons that we are successful with transitions. Here are three of them: 1.) people will tend to
judge the organization of your entire program based on what they see during transitions; 2.) the ability to
transition smocthly is 2 skill that can be used throughout your [fe in any number of situations; 3.1 closing
one activity and opening anather provides two essential bookends for youth.

Debrief

Debrief 15 & term that refers to asking questions and making connections between what 15 learned and
one's |ife, andwork (again, the work of vouth is school). Debriefing can follow a number of protocols, but
all are devised to help the youth make connections between the information presented and what they
alreadhy knowe, |t is through these connections that leaming is strengthened. In & study of pre-schoolers
with Sesame Street viewing, researchers leamed the impottance of debriefing the activity, if you want the
learmingto stick.

Bullet Points

The Nifty 3 is a lens to look at yvour awn performance and the performance of staff that you supendse.
The Mifty 3 include:

Frofessionalism

Safety

Managing the Environment
Behavior Guidance
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o [liscipline
o  [irect and Tellvs. Cluestion to Connection
& Haoligtic Instruction
o  Transitions
o [eprief

C4K Minute--Making i Real

Select one of the Nifty 9 areas that yvou believe you could strengthen.
Take a look at this general descriptor and determine what specifically you
wiolld like to work on. Make a list of three things you might do to learn
more about how to strengthen this skill. Consider asking someone you
trust to provide feedback,

Debrief

What were your key learnings in this section’? How will wou apply them in
your personal and professional life in the ned 72 hours?




CONSULY

Kips

Review

Tricks of the Trade

Reviewing each of the nine areas provides you a framework for looking at your performance. For each
ares identify your strengths and weaknesses. Determine which ares you would like towaork on first and
then chart a course

Gem of the Day

Frofessionalism, safety, managing the environment, behavior guidance, and discipline provide the
foundation for & successful after-school program. Although all of these 3 work together, it 1z challenging
to make the other 4 work when you struggle with the first &

Important Take-A ways

In arder to be exemplary performers, we need to have an array of skills and understandings to guide our
otk

Troubleshooting

What if | am not able to determine how well | do in any these areas? What
can | use to help me with this?

C4K has created a Nitty 3 Rubric. This rubric has four categories—beginning,
emerging, apphing and integrating. All of the demonstrable behaviors for
ench category are placed in one of the columns. f you review the rubric you
can highlight the things you demaonstrate (if vou're not sure, ask a trusted
colleague to help you with this). When wou see a behavior that is not
highlighted, you can began to work on that behavior, Check out the Cnline
Instruction videos that will help you in your quest. You can find the rubric in
the Online Instruction section under Tools (for either Site Coordinator or
Frogram Leader).

Best Practices

¥ Be responsible for your own professional developrment-—-make it your business to strengthen your
performance.

¥ Look at each aspect of your program through the lens of the Nifty 8.

¥ To ensure that youth own their cwn leaming, develop the skill of asking questions and question to
connection.

FAQs
Whatis the single most important thing | can do strengthen my peformance?

Since evenyone who asks this question is at a different stage in development, this is not a one-size-fits-all
answer.  The most important thing you can do is really take o thoughtful look at your perdormance,
determine what 15 most foundational to your development, and make goals around what you want to
accomplish. Then every daywork onwhat you want to improve. Celebrate your successes. Adust when
things have not gone sowell.
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Review

Key Learning

Since you have reviewed the matenal, ask yourself how wou can translate the information into a learning for
wou, and then how will you practice that leaming by implementing it or executing on a specific action. Think
in terms of your personal and professional life. For example:

Personal: | have learned that | can be responsible for my awn growth and development.

Professional: Learning requires the leamer to make connections. | will do this with the youth in the after-
school program.

Journal Entry

[ did this well and celebrated by

| did not do sowell at and Dwill strengthen my
performance in the future by doing

Debricf

Consider all that vou have learned. What did you lke? What did vou dislike?
Hoawe willl you implement what you liked?

Universal

Regardless of your job or your content, the Nifty 3 apply prafessionalism, safety, managing your space,
making positive choices for your awn behavior, developing self-discipling, asking questions to ensure
that you understand, learm what you need to know, making good transitions from one job to ancther and
every day debrief, at least with yourseld, what you liked and disliked, and go to waork on what you
disliked.

After-School

What works for vou and your own development works well for youth as well. Consider how the Nifty 9
translates to them.

Positional

Az a Program Leader learn every aspect of your job and develop the skills you need to be a positive role
maodel for youth.

10



Kips

Walk Through the Day
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Pre-Pre-Qpening: During the Pre-Pre-Opening reflect on your professionalism. Ask yourself what you
will do today to share your professionalism with the cther people, both school day and after-school that
you come into contact with,

Practical application: Make 2 list of three things you can do when you arrive on campus to
demonstrate that you are a professional and understand your role on 2 school campus or in g club
house.

Pre-Opening: Think through the importance of safeby inyour program. Set the tone for a safe place to
be at 3:00 with your colleagues. Discuss amyhing that needs to be done to promote safety on yvour stte.

Opening: During this segment of the program you have an opportunity to build
relationzships with the youth, not just some of the youth, but all of them. Many

Practical Application: YWalk through the spaces that you will be occupying during your after-school
program. Be sure that each ares is safe and ready for youth.
aspects of the Nifty 3 come into play during the Opening. Think through how FEBRUARY
these will integrate with one ancther.
Practical Application: Make 2 list of questions you will ask youth today 1 4

during Opening that will promote the relationships you want to build with
youth.

Rofations: During rotations you have an oppodunity to apply holistic instruction, transtions, and
debriefs, and how important it is to ask questions ratherthan direct and tell.

Practical Application: Select one of vour ratations and determine how you will strengthen it
Ferhaps if you select homewaork, you will want to focus on questioning.  Perhaps if you select
physical actiity you will focus on holistic instruction and debriefing If you select enrichment, you
may want to seledt transitioning,

Closing: The Closing is the final transition of the day. It is transitioning youth from your program to
home  Setting the youth up for 3 good evening can be done by sharing positive feedback with the
parentfcaregier.

Practical Application: Plan your transition to home activities. Make a list of all your students and
determine how you will specifically speak to each parent at least one time each week. Offer parents
a compliment or praise for their student.
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