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Use this PowerPoint presentation as a template when training 
other staff and stakeholders in RBA, TTC thinking and the 
Scorecard software. Modify it as needed to suit your 
organization and audience – you may wish to delete some 
slides or sections of slides, and/or add material. 
 
As you modify the presentation, consider explicitly addressing 
any questions that you know are likely to be on the minds of 
your audience. You may want to review the FAQ document 
located here. 
 
This slide set includes presenter notes. You can print this 
Presenter Notes version or select “Use Presenter View” on the 
“Slide Show” tab in PowerPoint if you want the notes to show 
on your screen. 
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The Common Metrics Initiative

Strategic Management of CTSA Hubs 
&

The CTSA Consortium

 

Presenter Notes: 
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Learning Objectives
By the end of this training, you will be able to:

• Describe the goals and objectives of the Common Metrics Initiative for the 

strategic management of hubs and the CTSA consortium

• List the three initial Common Metrics

• Define ways that using the Results-Based Accountability Framework will 

enhance the Common Metrics initiative

• Identify the 5 steps of a Turn-the-Curve process

• Use basic Scorecard software functions

 

Presenter Notes: 
 
 
 
 

http://www.tuftsctsi.org/research-services/research-process-improvement/common-metrics-initiative/common-metrics-faqs/
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Significant improvement in research translation & workforce development

More and better treatments and cures 

To more patients faster at the least cost possible

The Common Metrics Initiative

 

Presenter Notes: 
 
The Common Metrics are intended to help the CTSA consortium 
focus their activities at the hubs, and work together as a 
network. 
 
Its overall goal is to make significant, measurable 
improvements in research translation and workforce 
development that will get more and better treatments and 
cures to more patients faster and at the least cost possible.  
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• Data driven focus 

• Rewards collaboration and information sharing

• A culture of innovation

The Common Metrics Initiative

 

Presenter Notes: 
 
The Common Metrics Initiative (CMI) has a disciplined, data 
driven focus on delivering measurable improvements.  
 
It’s a system that rewards collaboration and information 
sharing. 
 
The CMI intends to create a culture of innovation that will allow 
the CTSAs to operate as a unified network while encouraging 
hubs to be entrepreneurial. 
 
The initiative will foster better management of science which 
can directly lead to better lives. 
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The
First Three 

Common Metrics

 

Presenter Notes: 
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7 1. Median IRB Review Duration (Time from IRB submission to IRB 

approval)

*additional CMs will be released over time

The Initial Common Metrics*

 

Presenter Notes: 
 
The first of the three initial Common Metrics is “Median IRB 
Review Duration”.  
 
This metric assesses the median number of calendar days from 
the date of receipt of the official IRB application to the official 
IRB final approval date. 
 
This metric is calculated for fully reviewed protocols submitted 
to the institutional or “local” IRB at the CTSA Program’s primary 
institution (hub).  
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approval)

2. Pilot Funding Publications and Subsequent Funding 

*additional CMs will be released over time

The Initial Common Metrics*

 

Presenter Notes: 
 
The second Common Metric is “Pilot Funding Publications and 
Subsequent Funding”.  
 
This metric assesses the number and the percent of research 
projects that expended hub pilot funding that resulted in one or 
more publications or in additional funding.  
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approval)

2. Pilot Funding Publications and Subsequent Funding 

3. Careers in Clinical and Translational Research 

*additional CMs will be released over time

The Initial Common Metrics*

 

Presenter Notes: 
 
The third Common Metric assesses workforce development.  
 
It measures the number and the percent of scholars and 
trainees who completed the KL2 and TL1 programs who are 
engaged in clinical and translational research.  
 
It also measures the extent to which women researchers and 
underrepresented minority researchers are maintaining 
research careers.   
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1. Define the desired impact of the CTSA Program’s support and innovations

2. Gauge the extent to which that impact is occurring

3. Answer questions of contribution/attribution

4. Define or compare performance

How Will the Common Metrics be Used?

 

Presenter Notes: 
 
We are implementing the Common Metrics collaboratively.   
 
Together we will learn how to ensure the usefulness of the 
Common Metrics to maximize the impact of the CTSA Program. 
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Results-Based Accountability
Framework

 

Presenter Notes: 
 
We commonly refer to Result-Based Accountability as RBA. It’s 
a methodology and a framework for strategic management. 
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• A common language

• Facilitate a strong structure 

• Skills and techniques to address 
implementation

• More interactive communication and 
participation

Why Use a Framework? 

 

Presenter Notes: 
 
We are choosing to use a framework… 

• So that all of the hubs in the network, and NCATS, are 
communicating in a common language. 
 

• Using a common framework will allow us to develop 
and implement a strong structure among the sites. 
 

• Sites will develop common skills, techniques and ways 
to better address the implementation. 
 

• We will have more interactive communication and 
participation. 

 



Slide 
13 

What is RBA? 

• A simple, disciplined approach to decision making…at every level

• Identifies and measures the desired impact

• Collaborative development and implementation of strategies to produce 
greatest possible impact

 

Presenter Notes: 
  
• RBA can be used at every level – within departments, 

institutions, programs and networks. 
 

• Using the RBA framework, we determine and also measure 
the impact we want our program to have 
 

• It focuses on identifying strategies that will achieve the 
greatest impact 
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What
activities, 
services,

and/or
resources

do we 
perform/provide

?

Who are our 
customers?

What is the 
desired impact 

of those 
activities/servic
es/resources
on/for those 
customers?

How are we 
doing at 

achieving that 
desired 
impact?

Effort/How much? Impact/Better off?

What PIs/NCATS 
want to track 

Common 
Metrics

Common Metrics = Data/Feedback on Impact 

 

Presenter Notes: 
 
The process for developing the Common Metrics included first 
looking at the services and resources provided by the CTSA 
Program and then identifying who they are provided to – the 
customers.  
 
Then they identified the desired impact of those services and 
developed the Common Metrics to use going forward to assess 
if we are achieving that impact.  
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How will RBA Be Used with the Common Metrics?

1. Align decision-making across the CTSA Program

2. Focus decision-making on the Common Metrics

3. Standardize the use of data and analysis to determine what will 
work to “turn the curve” for the Common Metrics

4. Make decision-making collaborative and transparent

5. Share with and learn from other stakeholders at the hubs and 
across the Network 

 

Presenter Notes: 
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The Turn-the-Curve Process

 

Presenter Notes: 
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Change the 
trend?

“Turn the Curve”?
Start with 
the End

Work backwards to 
the Means

Ends to Means Approach

 

Presenter Notes: 
 
The curve is the line graph based on current and past measure 
values.  
 
Improving performance means turning the curve in the desired 
direction.   
 
In order to successfully turn the curve, we adopt the “ends to 
means” approach. 
 
For any given measure, first look at where we are now, where 
we will be if we do nothing different, then think about where 
we would want to be. This is called starting with the end. Then 
work backwards and think about what will it take to get us 
where we want to be. This is called working backwards to the 
means. 
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1. How are  
we doing?

2. What is the story behind the curve?

3. Who are partners that might have a role to 
play in turning the curve?

4. What would work to turn the curve?

5. What is our strategy to turn the curve?

Steps in the Turn-the-Curve (TTC) Thinking 
Process

 

Presenter Notes: 
 
Turning the curve essentially means progress in the desired 
direction and improvement from the current scenario.  
There are 5 steps in the Turn The Curve thinking process. 

1. Determine how we are doing by looking at the measure 
data. 

2. Analyze the story behind the data. 
3. Identify existing and new partners who have a role to 

play in improving the measure. 
4. Brainstorm solutions to address contributing factors to 

“turn the curve”. 
5. Develop and implement a comprehensive action plan 
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A Disciplined Approach to Decision MakingTurn-the-Curve Thinking

How are we 
doing?

Where are 
we headed?

Why?What are we 
going to do?

Who can help?
Options?

Change the 
trend?

“Turn the Curve”? Start with 
the End

STRATEGY

Work backwards 
to the Means

 

Presenter Notes: 
 
The TTC process is an ongoing process in which we keep asking 
ourselves these questions, measuring over time, and revising 
our strategies to turn the curve of the measure.  
 
Some question to ask during the RBA process are: 

• Where are we headed? 
• Why are we headed that way and why would we want 

to head in a particular direction? 
• Who can help us achieve better performance – internal 

and external partners and stakeholders? 
• What are we going to do? What are our planned 

strategies and actions? What tools do we need to 
effectively make and track changes?  
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Step 1 – Baseline and Forecasting

Forecast

Historical

 

Presenter Notes: 
  
Note: this data representation is hypothetical.  
 
Let’s look at each step. 
 
With the available data, we can generate a “trend line”. This is 
the baseline performance on the measure.  
 
This gives us the picture of – “How we are doing?” 
 
A range of ‘Forecasts’ can then be generated based on the 
trend.   
 
Baselines and Forecasts are important because they allow us to 
define success as turning the curve away from baseline or 
beating the baseline 
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Baseline History and Forecast

History Forecast

Turning the Curve

OK?

Return  
on

Investment*

* The “ROI” is not financial, it is the change in the trend line.

21

How Are We Doing?

 

Presenter Notes: 
 
This animation depicts a typical curve, with historical data, an 
anticipated future forecast, and potential forecast for the 
future. 
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• Root Causes (ask “Why?” five times)
• Tools that can be used: Force Field Analysis, Process Map, Driver Diagram, 

Cause and Effect Diagram

• Positive and negative 
• current and anticipated 

• internal and external

• Prioritize – Which are the most important to address to turn the curve? 

• Do we need additional data/analysis? 

Step 2 – Story Behind the Curve

 

Presenter Notes: 
 
In order to “turn the curve” of a performance measure, we 
need to understand the factors that impact that measure.  
 
There are a number of tools we can use to create a list of these 
factors.  
 
Once we have a list, we can prioritize them by their “leverage” 
to turn the curve.  
 
We should consider positive/ negative, current and anticipated, 
and internal and external factors.  
 
We can also describe what additional data is needed.   
 
This is called the “Story behind the curve”. It generates the key 
factors behind the trend line for the performance measure.   
Identify: (1) contributing factors that should be preserved or 
expanded to sustain performance and (2) restricting factors 
that are hindering performance.    
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• Who are partners who might have a role to play in turning the 
curve?

• Does the story behind the curve suggest any new partners?

Step 3 – Identifying Partners

 

Presenter Notes: 
 
We will need support from our stakeholders in order to turn 
the curve. Potential partners, both in and outside of our hub, 
university, etc., who may have a role to play in turning the 
curve. 
 
Partnerships are important when focusing on factors beyond 
your immediate control. 
 
Examples of partners  

• Inside: IRB point person, Finance division etc. 
• Outside: Funders, customers like drug or prosthetics 

companies who will be utilizing the results of the 
research 
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• Identify what would work to turn the curve

• Discuss the following with partners 

• Does the strategy address one or more of the root causes you have 
identified?

• Are the proposed actions evidence-based?  

• Have “no-cost/low-cost” options been developed?

Step 4 – Brain Storming Solutions

 

Presenter Notes: 
 
At this point in the process, it’s helpful to bring together several 
stakeholders and think about the current situation, as well as 
limitations and challenges, and then brainstorm what might 
work to improve performance.  
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• Identify most impactful strategies

• Conducting ‘Feasibility Analysis’ 

• Assess the impact of strategies in Turning the Curve

• Plan activities to accomplish those strategies

Step 5 – Developing an Action Plan

 

Presenter Notes: 
 
Next we identify the most impactful strategies for turning the 
curve and identify what’s possible.  
 
We can conduct a ‘Feasibility Analysis’ using a criteria we define 
as important.  
 
We can also assess the strategies that, even though are not 
very feasible to execute, may have the maximum impact on the 
curve.  
 
This will leave room for creative thinking and problem solving. 
 
Next, we need to develop an action plan to implement those 
actions and strategies we have selected. 
 

Slide 
26 

A
Turn-the-Curve Example

 

Presenter Notes: 
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TTC Example
Example Turn The Curve Plan

 

Presenter Notes: 
 
This is an example TTC plan for a hypothetical hub using KL2 
graduates in Clinical and Translational research Common 
Metrics Performance Measure.  
 
The line chart shows the measure data for several years, a 
forecast for the next year and a target of 70%. It’s also 
annotated to show a program for KL2 graduates implemented 
in 2013. 
 
A TTC plan starts with the “P” or program. The program here is 
the Common Metrics scores or performance measures. 
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Notes

 

Presenter Notes: 
 
The Story Behind the Curve section describes a prioritized list of 
negative and positive factors that affect the performance 
measure value, trend and our forecast.  
 
The various notes sections include : 

• Story behind the curve – Consider a range of factors, 
positive and negative, internal and external, current 
and anticipated, and list them in order or priority. 

• The Partners section describes– who might be able to 
play a role in turning the curve and describes them. 

• The “what works” section – identifies and lists low cost 
no cost activities and those based on evidence and best 
practices. These should relate to high priority factors 
from SBTC. 

• The Strategies section describes what you propose to 
do to TTC and should include detailed action plans.  
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Scorecard Software

 

Presenter Notes: 
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Finding Your Common Metric Scorecard

 

Presenter Notes: 
 
The Common Metrics scorecard is a place to capture and 
communicate your thinking about the performance measures 
and your plans.  
 
On the home screen of the Scorecard application, look at the 
index of items in the left-hand side grey panel.  
 
Click on “Scorecard” to view a menu of Scorecard objects.  
 
Click on “Scorecards” to take to you a page where all of your 
scorecards are housed.   
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Finding Your Common Metric Scorecard

 

Presenter Notes: 
 
At the beginning, our hub had 3 scorecards on our sites:  

• The Demo Scorecard was as an aid to learn the basics. 
• The Results based Accountability Training Practice 

Scorecard had “dummy data” we used to practice 
during training RBA training. 

• The final Common Metrics scorecard is where actual 
data is being entered and used for the Common Metrics 
Initiative. 
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Common Metric Scorecard

 

Presenter Notes: 
 
These 2 slides show the home page for Common Metrics 
Scorecard, where all the Performance Measures (PMs) are 
listed.  
 
The horizontal scroll bar on the top helps in expanding the 
viewing content.  
 
To the extreme left (-) one would only be able to view Program 
titles (P) and to the extreme right (+) the view would be 
expanded to show PM’s as well as story behind the curve, what 
works, and other notes. 
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Common Metric Scorecard

 

Presenter Notes: 
 
This and the previous slide together depict the scorecard as you 
would see it on your screens for the Common Metric Initiative 
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Presenter Notes: 
 
To enter data into the scorecard, first click on the “PM” within 
the Red Box. This will show the menu options which includes 
Add Data Values.  
 
Select and click on “Add Data Values”. This will take you to the 
data entry page. 
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Presenter Notes: 
 
On the data entry page, you can continue to add data of 
previous years by clicking on the bottom green + sign or add 
data for future years by clicking on top green + sign.  
 
Please remember to save your work 
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Presenter Notes: 
 
To build a TTC plan and write the Story Behind the Curve, click 
on the “text portion” of the performance measure.  
 
Clicking on a text portion will open up a page which enables 
typing text – as in a Word document.  
 



Slide 
37 

Entering Notes & Story Behind The Curve

 

Presenter Notes: 
 
A typical TTC page includes a line graph based on the data 
entered, and notes on Story Behind the Curve, Partners, What 
Works etc.  
 
The clock on the right side in blue band of the notes sections 
allows you to see your history of edits.  
 
The pen on right side in the blue band of the notes sections 
allows you to type in the text.  
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Entering Notes & Story Behind The Curve

 

Presenter Notes: 
 
Remember to save your work by clicking on the floppy disk on 
the right side of the blue band on the note section that you are 
working on. 
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Scorecard Building/Editing: Key Points

 

Presenter Notes: 
 
While building or editing a scorecard, we can enable or disable 
the features that allow us to input and display various sorts of 
values including target value, forecast, and baseline value.  
 
Features like forecast and trend add more depth to the curve. 
You can turn them on by clicking on these buttons.  
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Change Frequency Before Adding Data Values

 

Presenter Notes: 
 
For the purpose of Common Metrics Initiative, we are using 
annual data points, however, in order to do strategic 
management at your hub, you can choose to have multiple data 
points.  
 
You can create another PM with the same name but a different 
frequency like monthly or quarterly. 
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Forecasting
You can create a Forecast line on the Turn the Curve page

• The Edit Forecast button allows 
you to plot a forecast visually on 
the graph 

• Once you click the Forecast 
button, a forecast edit bar will 
appear at the top of the graph 
section 

• You can add additional points to 
drag and drop them in the pattern 
you choose 

 

Presenter Notes: 
 
Once the feature for forecasting is turned on, you can go to the 
TTC page and build a forecast line on the graph using the edit 
forecast button.  
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Click Save on the forecast 
manage bar when you are 
done to save the forecast so it 
will always appear on the 
graph

Forecasting

 

Presenter Notes: 
 
With every click to “Add Point” there is an incremental change 
in the forecast based on the frequency of data. 
 
Always remember to save your work. 
 
There are buttons at the base of the line graph which if clicked 
will help add a line for target value, baseline etc. 
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• RBA as a strategic management methodology 
• Turn The Curve thinking process
• Ends to Means
• Scorecard as a communication tool

 

Presenter Notes: 
 
• RBA is a method which can be used for strategically 

managing the CTSAs 
• There are 5 questions that are part of the Turn The Curve 

process:  
o How are we doing? Examine the metric result and 

forecast what will happen if we do nothing 
different. 

o Describe and analyze the story behind the data. 
Identify the contributing factors that should be 
preserved or expanded to sustain performance and 
restricting factors that are hindering performance.  

o Identify existing and new partners who have a role 
to play in improving the data.  

o Brainstorm solutions or strategies to “turn the 
curve”. Prioritize those strategies and identify what 
has maximum leverage in turning the curve and 
who can support that endeavor 

o Develop and implement a comprehensive action 
plan. 

• The Ends to Means Approach – First we determine where 
we’d like to be and then we work backwards to identify 
how we might get there.  

• Scorecard is a means to communicate the RBA 
methodology for decision making and strategic 
management at the hub level. 

 


