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Module Three Learning Objectives
Participants will be able to: 

1. Describe the importance of including process owners and 
stakeholder on the team

2. Explain the process of developing and updating the first 
TTC plan.

3. Describe Implementation Group 1 findings about the SBtC, 
what works and partners for each of the three Common 
Metrics

4. Explain how to use the Scorecard software to develop and 
manage performance measures and turn-the-curve plans.





Module Three

1. Creating your first Turn-the-Curve Plan
2. What have we learned so far? Lessons from Implementation 

Group 1 on the first three Common Metrics
3. Using Scorecard
4. Looking Ahead



Expand your team by engaging process owners 
and stakeholders 

• Involve individuals who “own the process” early in 
the project to be part of the discussion 

• Detailed knowledge of the process

• Documentation of variation in process

• Source of improvement ideas

• Implementation of solutions
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Click hear to learn how the Indiana CTSA formed a team to address IRB duration: Collaborative Learning 
Session #1

http://www.tuftsctsi.org/wp-content/uploads/2016/08/Tufts_CTSI_CM_Implementation_Learning-Session-1_Slides_8.30.16.pdf


How 
are we 
doing?

Why?
What are 
we going 

to do?
Who can 

help?
Options?

Change 
the 

trend?

“Turn the 
Curve”?

Turn-the-Curve Plan

Where are 
we 

headed?
STRATEGY



Your first draft TTC plan reflects what you already 
know

• your accomplishments

• lessons learned

• changing organizational priorities

• internal and external influences

• living document



Revise the plan when…

• additional information 

• new strategies

• actions taken 

• new partners 

• new strategy performance measures 

• new TTC plans



The coaching period is your chance to…

• develop an entire TTC plan for 
a single metric

• gauge the resources needed 
for other metrics

• learn from other hubs

• share what you know



Example Turn the Curve Plan
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Example TTC plan



Common Metric Data Graph

• Present data clearly in a graph, with both an 
historic baseline and a forecasted baseline.

• What if I only have 1 data point – how do 
add a forecast?

• Can I include data frombefore 2015 in 
graph?

• Can I include data before 2012?



Example TTC plan

• Key points

Baseline

Forecast



Example TTC plan

• Key points

Annotation



Pilot Publications 

• Cumulative since 2012 or CTSA award 
(whichever is later)

• If same pilot project receives award more 
than once, include once in first year



Pilot Publications - Worksheet

Cumulative # of Pilot Projects with at Least 1 Research 
Publication 

Year
# of New Pilot 

Projects
2012 2013 2014 2015

2012 10 0 2 4 6

2013 15 0 3 8

2014 9 0 1

2015 14 0

# of Projects with ≥ 1 Pub 
Since 2012

0 2 7 15

# of Pilot Projects Since 
2012

10 25 34 48

% of Pilot Projects 
with Publications Since 

2012
0% 8% 21% 31%



Understanding the 
Story Behind the Curve

• Identify and prioritize underlying causes

• positive and negative, internal and external, current and 
anticipated

• Confirm or look for additional causes

• Develop shared understanding, clarify assumptions 

• Tools: Cause and effect diagram, Root cause analysis, Key 
informant interviews



Causes Identified
• Staff turnover
• Lack of delegation 
• Lack of time
• Lack of training

Cause and Effect Diagram

American Evaluation Association’s AEA365 blog post on Quality Improvement in Evaluation on the Anatomy Of A Fishbone Diagram from the UMass 
Medical School’s Center for Health Policy and Research



Pilot Publications - SBtC

• Writing skills, particularly of junior investigators, limit production of 
publications (and probably acceptance rates)

• Pilot studies may reveal findings that are: a) negative, and less likely 
to be published, and/or b) do not support future inquiry

• Early publication may be seen as a conflict with intellectual 
property concerns

• Publications don’t cite the CTSI pilot funding

• No systematic process for identifying and confirming publications



What Works and Partners
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• Identifies “low-cost/no-cost” actions

• Considers whether the proposed actions are based on 
evidence and/or research

• Innovates

• Identifies potential partners and the roles they might play in 
turning the curve



Pilot Publications – What Works

• Develop co-funding with others not currently engaged in pilot 
award programs

• Develop and offer manuscript writing, editing and expert review 
services, especially for junior investigators

• Include reminders in progress report templates to cite the CTSI pilot 
funding

• Designated check-in points during project performance

• “Before, during and after” services

• Increase investigator awareness of hub support services



Pilot Publications - Partners

• Investigators/Awardees

• Mentors

• Pilot Program Administrations

• Technology Staff

• Health Science Library Staff

• Pilot Studies Oversight Staff

Collaborative Learning Session #2
Click here to learn how Wake 
Forest partnered with their IRB.

http://www.tuftsctsi.org/wp-content/uploads/2016/09/Tufts_CTSI_CM_Implementation_Learning-Session-2_Final_9.27.16_1.pdf


• Select strategies and actions linked to underlying causes 

• Weigh the potential impact of each strategy

• Assess feasibility 

• Choose actions consistent with hub values

• Describe actions in detail with the owner(s) and a timeline

Strategies and Actions



Pilot Publications
Strategies and Actions What are we going 

to do?

To ensure pilot awardees know they need to cite in CTSI grant in 
publications resulting from the pilot award, we will:
• Add verbiage about citing the grant to their award letter 

(Kathy to draft revised text for review by Oct 31, 2016)
• Meet with Medical Librarian Sue in the first week of Nov to 

begin designing a self-paced PPT presentation on how to cite 
the award and submit a paper to PubMedCentral

• Revise the Progress Report template to 
ask about pending publications at each 
check-in point (Mark to complete by Nov 
30, 2016)





IRB Duration 

• Report on calendar year not fiscal year

• Do not include data before 2012 (or award period) 
unless in separate measure

• Multiple IRBs – see website FAQ for details



IRB Duration - SBtC

• Tools – Use process workflow mapping or root cause analysis 
to understand steps in the process and identify potential 
waste or bottlenecks, analyze existing IRB data by study type, 
research phase, etc.

• Timeliness of investigator response to questions

• Consent forms issues, protocol questions

• Inadequate number of IRB staff or infrequent meetings

Collaborative Learning Session #1 Click here to 
learn how to use a process map to understand 
bottlenecks in IRB workflow.

http://www.tuftsctsi.org/wp-content/uploads/2016/08/Tufts_CTSI_CM_Implementation_Learning-Session-1_Slides_8.30.16.pdf


Indiana CTSI IRB Process Improvement Project 
Types of Waste in Processes



IRB Duration
What Works

• Elicit feedback from investigators on their experience with the 
process 

• Provide investigators with application templates, tip sheet(s) 
on how to improve an application, submission checklists

• Identify what is happening in departments with particularly 
long times; what support do they need?

• Provide consultation services for protocol development

• Pre-review before IRB submission/review



• IRB leadership and staff

• IRB Chairs

• Hub leadership

• Investigators and research coordinators

• Communications staff

• Technology staff

IRB Duration –Partners



IRB Duration
Strategies and Actions

View these Leaning Sessions on improving IRB duration:

• Collaborative Learning Session #1

• Collaborative Learning Session #2

http://www.tuftsctsi.org/wp-content/uploads/2016/08/Tufts_CTSI_CM_Implementation_Learning-Session-1_Slides_8.30.16.pdf
http://www.tuftsctsi.org/wp-content/uploads/2016/09/Tufts_CTSI_CM_Implementation_Learning-Session-2_Final_9.27.16_1.pdf




Careers

• Women are included in underrepresented persons only if they 
have an additional qualification

• Measure is cumulative, not annual

• When to include medical students and residents as program 
graduates



Careers Worksheet

Notes:

2015

Eligible* Engaged in 
Research

Gr
ad

ua
te

d 
in

 2
01

2 Scholar A Yes Yes
Scholar B In 2015, took a year-long leave after having a new baby Yes No

Scholar C Yes Yes

Gr
ad

ua
te

d 
in

 2
01

3 Scholar D Yes Yes

Scholar E In 2015, moved out of state and could not be located No UTD

Scholar F Yes Yes

Gr
ad

ua
te

d 
in

 2
01

4 Scholar G Yes Yes
Scholar H Yes Yes

Scholar I Yes Yes

Gr
ad

ua
te

d 
in

 2
01

5 Scholar J In 2015, graduated but did not achieve a CTR position until Feb 2016 Yes No

Scholar K Yes Yes
Scholar L Yes Yes

# of TL1 graduates currently engaged in CTR 9
% of TL1 graduates currently engaged in CTR 82%
* See criteria in the Operational Guideline



Careers - SBTC

• The number of URPs accepted into the KL2 program and 
subsequently involved in research is representative of the 
institutional percentage of URPs (the KL2 program applicant 
pool). Institutional support or interest in increasing the 
number of URPs in the program is variable.

• Mentorship is crucial – but it may be hard to identify sufficient 
mentors, and training or mentorship support may be lacking



Careers – What Works

• Develop a mentorship training program

• Increase investigator awareness of hub support services

– Newsletters (highlighting various cores, “satisfied 
customers”) 

– Provide links to available services in other regularly-
distributed vehicles (e.g., the annual satisfaction survey)  

• Start a Networking Forum for trainees and alumni

• Populate a Funded Grant Repository housing copies of funded 
grants and summary statements, to serve as a reference for 
researchers applying for grants



• Training Program Leadership

• Department Administration

• Mentors

• Program Graduates

• Research administration and Development Office

• National Leaders to Facilitate Networking

Careers – Partners



Potential Partners

• Identifies potential partners and the roles 
they might play in turning the curve.

• Getting on the calendars of the people who need to work on 
project.

• Start early and think about who you want for metrics 2 and 3.

• Consider huddles and brief meetings

• Elevator speech about the project and what you need from them.

• What can you do outside of meetings?





Interim Assignment

• Revise/expand on your previously drafted turn the curve plan for 
your selected common metric. Enter your revised plan into the 
Scorecard software.

• For one component of your previously drafted turn-the-curve 
plan, select a strategy. Draft a turn-the-curve plan for your 
selected strategy and enter the draft into Scorecard.



Goal:
Increase KL2 
grads in CTS  

Measure:
% of KL2 grads 
in CTS

Common Metric  
Performance 

Measure
StrategyStory Behind 

the Curve
What 
Works

Common Metric Turn-the-Curve Plan

Partners

Lack of 
mentoring 

skills

Mentor 
training

• Grads
• Training 

Leaders
• Mentors

Mentor 
Training 
Program



Goal:
Increase 
mentoring skills 
through Mentor 
Training Program

Measure:
% of program 
participants who
feel confident or 
very confident
in their mentoring 
skills

Strategy 
Performance 

Measure
StrategyStory Behind 

the Curve
What 
Works

Strategy Turn-the-Curve Plan

Partners

Unclear 
mentoring 

plans

Sample  
mentoring 

plans

• Program 
Faculty

• Senior 
Mentors

Develop 
guidelines for 

mentor 
planning



Goal:
Increase 
mentoring skills 
through Mentor 
Training Program

Measure:
% of program 
participants who
feel confident or 
very confident
in their mentoring 
skills

Strategy 
Performance 

Measure
StrategyStory Behind 

the Curve
What 
Works

Strategy Turn-the-Curve Plan

Partners

Unclear 
mentoring 

plans

Sample  
mentoring 

plans

• Program 
Faculty

• Senior 
Mentors

Develop 
guidelines for 

mentor 
planning



Strategy Performance Measures

• Numerator and denominator statements 

• Inclusion and exclusion criteria

• Data source(s)

• Timeframe, frequency





Module Three

1. Creating your first Turn-the-Curve Plan
2. What have we learned so far? Lessons from Implementation 

Group 1 on the first three Common Metrics
3. Using Scorecard
4. Looking Ahead



Scorecard: A communication tool 
to share, engage, learn …

 Allow access (read only, comment, edit)

 Export (reports, pdf, excel …)

 Imbed (Web pages, emails, ...)

 Partner Connect. Sharing scorecards with 
other hubs: U of Iowa, Northwestern, U of 
Wisconsin at Madison, 



1. Common 
Metrics 
Scorecard:

List of all of the 
Common Metrics 
and associated 
“Common Metric 
Performance  
Measures”
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2.  Common Metrics Page



3.  Turn-the-Curve Page

2.  Common Metric Page:

 Operational Guidelines
 Data Collection Notes
 Associated “measures” 



3.  Turn-the-Curve Page



3. Turn-the-Curve 
Page

For a Common Metric 
Performance 
Measure

Strategies
4. Strategies 

Scorecard 



4. Strategies 
Scorecard 

For the strategies 
that contribute to 
a Common 
Metric 
Performance 
Measure (from
the Turn-the-
Curve Page).  
Includes the 
Strategy 
Performance 
Measures.

% of KL2 graduates who are currently engaged in CT research

Increase degree program participation/completion

Provide more non-degree program training opportunities

5.  Strategy Page



Increase degree program participation/completion5. Strategy Page

 Description of Strategy
 Strategy Performance 

Measures

6. Turn-the-Curve Page for
Strategy Performance Measure



4. Strategies 
Scorecard 

For the strategies 
that contribute to 
a Common 
Metric 
Performance 
Measure (from
the Turn-the-
Curve Page).  
Includes the 
Strategy 
Performance 
Measures.

% of KL2 graduates who are currently engaged in CT research

Increase degree program participation/completion

Provide more non-degree program training opportunities

6. Turn-the-Curve Page for
Strategy Performance Measure
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Kickoff webinar: October 12th or 14th
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