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Welcome to CLIC
The Center for Leading Innovation and Collaboration (CLIC), housed at the University of
Rochester, is the coordinating center for the Clinical and Translational Science Awards (CTSA)
Program, which supports a network of more than 50 of the nation’s top biomedical research
institutions.
The purpose of CLIC is to serve the CTSA Program through coordination, transparent
communication, actionable metrics, network analytics and innovative collaboration tools for
use around the consortium, and to make the work and accomplishments of the CTSA Program
vibrantly visible to all stakeholders.
CLIC provides:
 Data coordination services to collect, analyze and transform CTSA Program data into
actionable insights that accelerate patient impacts.
 A dynamic ecosystem that supports collaboration and team science across the CTSA
Program community.
 Communications to support internal CTSA Program activities and to make the progress
and impact of translational science visible to internal and external stakeholders.
CLIC strives to support the goals of the CTSA Program and to be a central resource for
researchers across the network of hubs.
Currently, there are four Common Metrics (CM) that have been developed and disseminated
for use by the CTSA Program hubs, as tools for collaborative strategic management.
1) Careers in Clinical & Translational Research
2) Informatics
3) IRB Duration
4) Pilot Funding & Publications

Acknowledgements
This manual was adapted from a 2017 version originally created and disseminated by Tufts
University for the benefit of the CTSA Program.
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What are the Common Metrics and Why are they Important?
What are Common Metrics?
The Clinical and Translational Science Award (CTSA) Program Consortium has been charged
with accelerating and improving clinical and translational research on a national scale.
https://ncats.nih.gov/ctsa/about/hubs.
In the Congressionally mandated 2013 Report, The CTSA Program at NIH: Opportunities for
Advancing Clinical and Translational Research, the Institute of Medicine (IOM) was very
supportive of the program, but recommended that CTSAs become a “more tightly integrated
network that works collectively.” This included a call for standardized evaluation processes
based on measurable strategic goals and uniform, actionable “common metrics” to enhance
transparency and accountability in decision-making. This was seen as key for furthering the
evolution of CTSAs and their research communities. https://doi.org/10.17226/18323
In response, the National Institutes of Health (NIH) National Center for Advancing Translational
Science (NCATS), the home of the CTSA Program, and the CTSA institutional hubs nationally,
implemented the Common Metrics Initiative (CMI). Using standardized metrics and the
principles of the Results-Based Accountability (RBA) performance management framework, this
initiative aims to improve the strategic management of individual CTSA hubs and of the national
CTSA Consortium.
The Tufts Clinical and Translational Science Institute (CTSI) was asked by NCATS to implement
the Common Metrics Initiative and the RBA framework across the CTSA Consortium, and to run
an evaluation study of this implementation, for three years, beginning September 2015. Tufts
CTSI successfully assisted in the development and implementation of the first three Common
Metrics.
In 2017, the responsibility for the Common Metrics – including development, implementation,
training, technical assistance, data cleaning, etc. was transferred to the new CTSA Program
Coordinating Center, the University of Rochester’s Center for Leading Innovation and
Collaboration (CLIC). The fourth metric, the Informatics Metric, was piloted by CLIC in 2017 and
implementation began in the fall of 2018.
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The Benefits of Common Metrics
The CMI aims to capture data related to important functions and activities of the CTSA
Program. The CMs are intended to help the CTSA Program make significant and measurable
improvements towards achieving strategic goals in two main categories:
1. Clinical and translational science research workforce development
2. Excellence in clinical and translational science research
The CTSA Program aims to achieve these goals within the network, collectively and at the hubs,
locally. The CMI intends to show how the strategic management of translational science
research can directly lead to demonstrating and improving the impact of the CTSA Program and
improve public health.

Brief/Introductory Overview of Each Metric
The purpose of the Careers in Clinical & Translational Research metric is to
measure and develop strategic management plans to enhance the extent to
which CTSA Program hubs and the Consortium as a whole are training and
supporting scientists to remain engaged in clinical and translational research
into the future.
The purpose of the Informatics metric is to improve the interoperability of
data within multiple systems by making the data adhere to the FAIR data
principles to ultimately enable rich machine readable data that can
accelerate translation. FAIR data is data that is Findable (it has a persistent
identifier), Accessible (it is retrievable using standard methods),
Interoperable (uses a standard data vocabulary) and Re-usable (it has a
plurality of accurate and relevant attributes).
The purpose of the Median IRB Review Duration metric is to measure
Institutional Review Board (IRB) duration and develop strategic management
plans, including collaborations, to shorten the time it takes to receive IRB
approval. Long IRB review duration can delay study start, prolonging the time
until benefits of clinical and translational science findings can be realized.
The purpose of the Pilot Funding Publications & Subsequent Funding metric is
to measure and develop strategic management plans to ensure that important
findings from research studies supported by the CTSA Pilot Programs are being
disseminated in the scientific literature. Hubs have an optional measure that
they can choose to report.
For details on the current metrics, visit https://clic-ctsa.org/common-metricsinitiative
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How does this make change?
NCATS has chosen Results-Based Accountability (RBA) as the strategic management framework
for the Common Metrics Initiative. This framework provides a consistent format for reporting
and enables the hubs to share ideas and strategies across the consortium.
Annually, hubs enter a Turn-the-Curve (TTC) plan for each metric to describe their progress and
identify strategies that can lead to improvement. These TTC plans are part of a continuous
improvement process at the hub level that is also used to inform how the consortium is doing
collectively.

Definitions


CTSA Program Common Metrics: A performance measure or set of performance measures
designed to provide insight on the impact of the CTSA Program using specified common
metrics.



Common Metric Operational Guidelines (OG): Technical specifications for the data for the
performance measure or set of performance measures that constitute a Common Metric.



Results-Based Accountability (RBA): A strategic management framework that uses data and
rigorous analysis to maximize the impact of programs.



Scorecard: The Clear Impact software used by the hubs to enter the data values for the
Common Metric performance measures and enter the TTC plans.



Performance Measures: A measure of how well a program is working. The CMI has
established performance measures that are used consortium-wide (listed above).



The Curve: Data values entered into the Scorecard software creates a line graph known as
“the curve”. Hubs analyze the curve in the development of Turn-the-Curve Plans.



Turn-the-Curve (TTC) Plan: A strategic plan or progress report that hubs develop to explain
their progress on each of the common metrics. TTC plans include 5 components: Story
Behind the Curve, Partners, What Works, Strategies, and Actions.



Strategies: Activities that hubs will implement to improve the trend – to “turn the curve” –
for a performance measure.



Actions: Discrete activities that will be implemented to improve the trend – to “turn the
curve” – for a performance measure. Actions are tied to the strategies selected by the hubs.
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How to Use the Common Metrics Reports
The Common Metrics reports are released annually and are designed to initiate discussion
within the hub teams. Some suggested topics for the hubs, include:
 What does this data mean for our hub?
 Does the data make sense?
 How does your hub compare to others throughout the consortium?
 Are there areas that call for improvement?
 Were the data collected as specified in the Operational Guidelines?
 Were the TTC plans placed in the proper area of the Scorecard software?
 Is the RBA framework being implemented as prescribed?
 What strategies might be implemented to improve the data?
 What partners are needed to implement new strategies?
 What information will you discuss with your NCATS Program Officer?

Formation: Getting Started
 Establish metric teams
Who should be part of the team? It is recommend that hubs assemble a team to address
the implementation of the common metrics, the RBA framework and Scorecard
software. Outlined below are several roles that may be helpful in supporting your hub’s
metric implementation. It is expected that each hub will configure their team as is best
suited to their current staffing and needs. Some hubs may have the same person
assume more than one role or two people may share the same role. Your team may find
it necessary to add additional members as new metrics are implemented. The list below
includes suggested roles and responsibilities that you may find helpful in the
development of your common metrics teams.
 A project leader who serves as the expert on both the RBA framework and the
Scorecard software for your hub. People with strong project management and
quality improvement skills would be good candidates for this role. This person
will be responsible for helping other team members at your hub learn and
implement the RBA framework as well as helping others learn the Scorecard
software and granting access to new users. Based on scheduling and workloads,
your hub may choose to have project co-leaders. Scheduling and
communications with your hub will be coordinated through the project leader
and the principal investigator.
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 A project champion who ensures that everyone involved at your hub is on board
and committed to the ultimate success of the project. This person should be able
to help span the silos in an organization.
 A metric data collector (data analyst/integration manager) who will oversee the
collection of metric data and a metric topic expert who is directly involved in
making any management or operational decisions intended to improve the
metric results. Based on staffing capabilities, these roles may be filled by one
individual or be two separate roles. In addition, you may wish to have a different
metric topic expert for each of the metrics. We recommend that the person (or
persons) filling these roles participate in the training sessions so that they can
assist hub leadership in making decisions based on the RBA framework.

 Create CLIC website account
The CLIC website is the primary location for all information regarding the Common
Metrics. This link provides instructions on creating an account: https://clicctsa.org/about/new-member-guide .

Preparation: Planning Your Process
 Review each metric’s Operational Guideline
Operational Guidelines provide the purpose, operational specifications and technical
description for each of the metrics. These guidelines define what data is to be reported,
as well as the frequency of data collection. Hubs are encouraged to reference the
Operational Guidelines to ensure the accuracy of the data reported. Please check the
CLIC Common Metrics Initiative website for the most current documentation.

 Schedule metric team meeting
Metric teams are encouraged to meet to verify the accuracy of data, as well as to
identify challenges/barriers in acquiring data. Issues encountered in acquiring data may
contribute to the development of the Turn-the-Curve plan.

 Determine how data will be acquired
Teams will need to identify how to collect the data required for reporting. Some metric
data may require a variety of collection methodologies. It is important that teams
address how the data will be collected early in the year to ensure timely reporting.
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The Informatics Common Metric requires the use of research data warehouse scripts to
collect numerical data values. Visit the https://github.com/ncats/CTSA-Metrics site for
the most current scripts.

 Determine who will acquire data
Teams will need to identify who in the organization will collect the data for reporting.
Teams are encouraged to address this question early in the reporting year to ensure
timely data collection.

Data Collection
 Acquire Scorecard account
CLIC allocates two user licenses for the Clear Impact Scorecard software. Hubs should
contact support@clearimpact.com to request additional user licenses.

 Collect data
Data should be collected using the processes identified by the hub metric team. These
processes will vary by hub.

 Visit CLIC website for data submission dates/information
Data reporting deadlines are posted on the CLIC website. Please access the website for
the most up-to-date information. https://clic-ctsa.org/common-metrics-initiative

 Enter data into Scorecard
Data values are entered in the Scorecard software annually. Specific step-by-step
instructions for entering information into Scorecard are available on the CLIC Common
Metrics Initiative website. Please check the website to ensure that you are using the
most current instructions.

Turning the Curve (TTC) for Continuous Improvement
 Schedule metric team meeting to discuss TTC plan
Hubs are encouraged to meet as a team to develop their TTC plans. Tools are available
on the CLIC website to assist teams throughout this process.

 Develop the TTC plan
All of the components of the TTC plan are to be entered into the Scorecard software.
Tools are available on the CLIC website to assist teams throughout this process.
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 Visit CLIC website for TTC plan submission dates/information
Data reporting deadlines are posted on the CLIC website. Please access the website for
the most up-to-date information. https://clic-ctsa.org/common-metrics-initiative

 Enter the TTC plan into Scorecard
Turn-the-Curve plans are entered in the Scorecard software annually. Specific step-bystep instructions for entering information into Scorecard are available on the CLIC
website. Please check the website to ensure that you are using the most current
instructions.

 Attend webinars as appropriate
CLIC conducts a variety of webinars to assist hubs with the collection and reporting of
the Common Metrics. All webinars are recorded and are available on the Google Drive.
Contact common_metrics@clic-ctsa.org for the location of these recordings. All
upcoming webinars are posted on the CLIC website calendar and the Common Metrics
Initiative page.
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Implementation Checklist
Common Metrics Implementation Checklist
Formation

Stage

Task

Due Date

Status

Establish metric teams
Review Team Formation Tool
Create CLIC website account

Preparation

Review CMI Implementation Guide
Review each metric’s Operational Guideline
Schedule metric team meeting
Determine how data will be acquired
Determine who will acquire data

Data Collection

Acquire Scorecard account
Complete Scorecard software training
Collect data
Visit CLIC website for data submission dates/info

Turning the Curve (TTC) for
Continuous Improvement

Enter data into Scorecard
Schedule metric team meeting to discuss TTC plan
Develop TTC plan
Visit CLIC website for TTC plan submission dates/info
Enter TTC plan
Attend webinars as appropriate
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Resources
The Common Metrics Help Desk
 https://clic-ctsa.org/common_metrics/help-desk
The Help Desk provides general support for the implementation of the Common Metrics at your
hub. Anyone at a CTSA hub involved with the Common Metrics implementation can contact the
help desk. All questions will be addressed within 1-2 business days.
Common Metrics FAQs
 https://clic-ctsa.org/common-metrics-initiative/faqs
Common Metrics Stories from the Field
Link to the form:
 https://clic-ctsa.org/content/common-metrics-stories-field
Link to the stories:
 Illustrating The Potential Impact Of The CTSA Program: A Closer Look At The Common
Metrics Initiative
 The Common Metrics Reports: Your Go-To Conversation Starter For Process
Improvement
Where to go for More Information
 Common Metrics web page: https://clic-ctsa.org/common-metrics-initiative
 Existing samples and templates: https://clic-ctsa.org/common-metricsinitiative/reporting
 Common Metrics governance document: https://ctsa.ncats.nih.gov/governanceguidelines/governance/data-governance-for-the-common-metrics-initiative/
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