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Section 1 | Introduction & Background

The Clinical and Translational Sciences Awards (CTSA) Consortium, led by the National 
Center for Advancing Translational Sciences (NCATS), is charged with accelerating and 
improving clinical and translational research. So far, the potential of the CTSA Program 
is only partially realized. In order to maximize the Consortium’s impact, NCATS has
implemented the Common Metrics Initiative, which employs a set of common metrics for 
use in collaborative management based on the principles of the Results-Based 
Accountability (RBA) framework. The Common Metrics Initiative is using a set of 
common metrics for three initial topics, IRB Duration, Pilot Funding Publications and 
Grants, and Careers in Clinical and Translational Research, to help to focus activities as a 
network and at the individual CTSA hubs on making significant improvements in research 
translation and workforce development. This change package outlines potential strategies 
for hubs to use as they begin or advance strategic management efforts for Pilot Funding 
Publications.

What is a Change Package? 
A change package is a concise and practical document that includes ideas and inspiration 
for teams seeking to apply methods to increasing the effectiveness and efficiency of their 
processes and outcomes. Change packages focus on a specific metric or process, and 
generally include background material; a summary of evidence or best practices; and 
specific strategies, tools and examples that can be applied to the work. 

How Was This Change Package 
Developed?
This initial change package was informed by 
research findings when available, as well as 
strategies implemented or planned by CTSA 
hubs participating in the Common Metrics 
Initiative. It will be revised as additional 
learning surfaces.

http://ncats.nih.gov/ctsa/about
http://ncats.nih.gov/index.php
http://ncats.nih.gov/index.php
http://www.tuftsctsi.org/research-services/research-process-improvement/common-metrics-initiative/
http://resultsaccountability.com/about/what-is-results-based-accountability/
http://resultsaccountability.com/about/what-is-results-based-accountability/
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Strategic Management Method
The work of hub teams participating in the Common Metric Initiative is guided by the 
Results-Based Accountability framework. Developed by Mark Friedman and described in 
his book Trying Hard is Not Good Enough, RBA is used by organizations to improve the 
performance of their programs or services. RBA starts with ends and works backward, 
towards means. RBA provides a step-by-step process to get from ends to means. This 
process is called “Turn the Curve” thinking.

Hubs in the Common Metric Initiative use Scorecard software to enter and graph their 
common metric results and facilitate their Turn the Curve planning process.
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Section 2 | Pilot Funding Publications             
Driver Diagram

An initial driver diagram for the Pilot Funding Publications metric is depicted on the next 
page.

A Driver Diagram is a visual depiction of the theory behind an improvement effort—a
roadmap of sorts. It illustrates the linkages between an overall aim (in this case, 
improving the number and percent of pilot-funded research projects that result in 
publication), drivers (facilitating factors that, if present, can help achieve the aim), and 
the strategies that can help you get there (like those included in this Change Package). 

6 drivers were identified during work with the hubs participating in the Common Metrics 
Initiative who elected to work first on Pilot Funding Publications. They are:

1) Effective pilot-funded teams complete projects in a timely manner
2) Pilot-funded investigators receive high-quality mentorship
3) Awardees access CTSI-sponsored resources and services
4) Pilot awards are made for projects with attributes that are associated with higher rates 

of publication
5) Awardees are aware of the need to cite and the method for citing pilot support in 

publications
6) Publications with pilot funding citation are identified and tracked

Over time, the initiative will likely identify additional drivers and strategies that will lead 
to improvement and the driver diagram will be updated. 
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Section 3 | Strategies & Examples 

Strategies
Starting on the next page are specific examples for a 
number of the strategies in the driver diagram that may 
yield to improvement at the level of a CTSA hub. These 
strategies are organized around the drivers outlined 
above. 

A Strategy answers 
the question “What 
are we going to do?” 
[to Turn the Curve].

--Phil Lee, Clear Impact

STRATEGY
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DRIVER: EFFECTIVE PILOT-FUNDED TEAMS 
COMPLETE PROJECTS IN A TIMELY MANNER 

Rationale:

Even in high-performing, 
well-established teams, 
room for improvement likely 
exists in areas such as 
meeting productivity, team 
communications, and 
resolving team conflicts.

EXAMPLE STRATEGIES
UC Irvine’s research acceleration and facilitation 
team (RAFT) proactively assists researchers with 
timely project execution

Navigators, individuals or teams who are expert in 
all phases of translational research, can monitor 
award progress and connect researchers with 
resources and services. Example Navigator 
programs at hubs include:

• Indiana CTSI
• Tufts CTSI
• University of Rochester CTSI

http://tuftsctsi.s3.amazonaws.com/d2m2/RAFTposterpresentation.pdf
https://www.indianactsi.org/news/researchnavigators
http://www.tuftsctsi.org/research-services/navigators/
https://www.urmc.rochester.edu/ctsi/research-help/researchnavigator/
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Rationale:

Mentoring: Beginning and 
midlevel members are assisted 
by and collaborate with 
established scholars.

In clinical and translational 
science, mentorship is 
particularly important for 
helping trainees develop, 
integrate, and apply skill sets 
related to basic science 
research and to clinical 
research.

"Strong mentorship has been 
linked to enhanced mentee 
productivity, self-efficacy, and 
career satisfaction."

--Pfund, et al
 

EXAMPLE STRATEGIES

University of Illinois at Chicago CCTS provides a 
number of mentoring resources, including best 
practices and tools

Entering Mentoring training materials, developed 
by the Institute for Clinical and Translational 
Research at University of Wisconsin-Madison, for 
use with clinical and translational science award 
mentors. 

The UCSF CTSI Mentor Training Program includes 
online and in person components designed to 
train mid-career and early senior faculty to be 
effective clinical and translational research 
mentors 

DRIVER: PILOT-FUNDED INVESTIGATORS RECEIVE 
HIGH-QUALITY MENTORSHIP  

http://www.ccts.uic.edu/content/mentoring
http://cimerproject.org/#/curricula/training-materials
http://accelerate.ucsf.edu/training/mtp
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DRIVER: AWARDEES ACCESS CTSI-SPONSORED 
RESOURCES AND SERVICES

Rationale:

Faculty with minimal 
scholarship production 
experience need training and 
personal support to become 
proficient.

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

Many hub resources and 
services exist to help 
investigators plan, conduct 
and publish their research.

Please submit strategies for this driver that you 
are willing to share with the Consortium to the 
Tufts Implementation team at: 
TuftsMCCMIHelpdesk@tuftsmedicalcenter.org

EXAMPLE STRATEGIES

mailto:TuftsMCCMIHelpdesk@tuftsmedicalcenter.org
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Rationale:

Research findings resulting 
from CTSA-supported 
research make important 
contributions to the field 
through publication.

Variables associated with 
the project or the award 
itself may make it more or 
less likely that the funded 
award results in publication.

EXAMPLE STRATEGIES

UCLA CTSI has assessed factors associated with 
return (including publication) on funded pilot 
awards. UCLA utilized the Longitudinal Scientific 
Achievement Survey (LSAS) in this study. 
Originally modelled after the Rockefeller 
University’s Graduate Tracking Survey System, it 
has undergone significant revision. Currently 
version 3.0, additional revisions are planned.

DRIVER: PILOT AWARDS ARE MADE FOR PROJECTS 
WITH ATTRIBUTES ASSOCIATED WITH HIGHER 

RATES OF PUBLICATION

http://tuftsctsi.s3.amazonaws.com/d2m2/LS4PamelaDavidson.mp4
http://tuftsctsi.s3.amazonaws.com/d2m2/LS4PamelaDavidson.mp4
http://tuftsctsi.s3.amazonaws.com/d2m2/UCLA_CTSI_LSAS_Surveyv3.0_2016.pdf
http://tuftsctsi.s3.amazonaws.com/d2m2/UCLA_CTSI_LSAS_Surveyv3.0_2016.pdf
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Rationale:

The majority of CTSA hubs 
report in their Story Behind 
the Curve that awardees 
inconsistently cite their pilot 
award in project-related 
publications.

EXAMPLE STRATEGIES

 

DRIVER: AWARDEES ARE AWARE OF THE NEED TO CITE 
AND THE METHOD FOR CITING PILOT SUPPORT IN 

PUBLICATIONS

UC Irvine’s Institute for Clinical & Translational 
Science reminds investigators to cite the pilot 
funding in email footer messages

University of New Mexico Health Sciences Center
provides example citations and answers to 
Frequently Asked Questions about citing and 
PubMedCentral submissions on their website

http://tuftsctsi.s3.amazonaws.com/d2m2/LS%233-StealShamelessly.mp4
http://hsc.unm.edu/research/ctsc/AboutUs/CitingCTSC.shtml
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DRIVER: PUBLICATIONS WITH PILOT FUNDING CITATION 
ARE IDENTIFIED AND TRACKED

Rationale:

For any research project 
that received any benefit 
from the hub, including 
pilot award funding, it is an 
NIH requirement to 
acknowledge the CTSA 
grant number of the 
institution providing 
support in any related
publications. This 
acknowledgement is tracked 
and reported to the NIH and 
is a key metric of success.

EXAMPLE STRATEGIES

 
The web-based electronic Rockefeller University 
Graduate Tracking Survey System pre-populates a 
graduate’s information, including publications, 
from public data sources, facilitating survey 
completion and aggregation of data.

Developed by Weill Cornell CTSC, PROMPTR, a 
component of WebCAMP, offers the ability to 
survey pilot awardees about publications, has 
search and import tools for PubMed publications, 
and can provide summary & drill-down capabilities 
to understand the Story Behind the Curve.

The University of Massachusetts CCTS inquires 
about submitted publications in each Pilot Award 
Progress Report.

An example root cause analysis using the         
Five Whys technique to examine why pilot 
awardees are not reporting their publications

The Pilot Metric Worksheet provides an example of 
how to calculate the Pilot Funding Publications 
Common Metric.

Encouraging awardees to register for and use an 
ORCID persistent digital identifier may improve 
ease of tracking and associating publications with 
Pilot funding.

http://onlinelibrary.wiley.com/doi/10.1111/cts.12238/full
http://onlinelibrary.wiley.com/doi/10.1111/cts.12238/full
http://tuftsctsi.s3.amazonaws.com/d2m2/DescriptionofWebCAMPandPROMPTR.pdf
http://tuftsctsi.s3.amazonaws.com/d2m2/ExampleProgressReportfor%20PilotProjects.pdf
http://tuftsctsi.s3.amazonaws.com/d2m2/ExampleProgressReportfor%20PilotProjects.pdf
http://tuftsctsi.s3.amazonaws.com/d2m2/RootCauseAnalysiswiththeFiveWhys.pdf
http://tuftsctsi.s3.amazonaws.com/d2m2/PilotMetric%20Worksheet_1.4.17.pdf
http://orcid.org/
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