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Recall: Our Evaluation Strategy

What processes 

cause

our outcomes?

What actions 

improve 

our outcomes?

What metrics 

prove

our outcomes?

Measurement ImprovementLogic Model

F-A-C-E
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EAC Recommendation Responses: 1/2

“The EAC would like the module to consider whether the addition of CQI on 

top of regular evaluation is creating challenges with respect to staffing and 

bandwidth.” 

• Our CQI & evaluation strategy is a decentralized and centralized partnership.

• Module leaders bring their subject/content expertise (decentralized).

• CQI team brings their methodological support (centralized).

• Moving from Prove to Improve: CQI serves facilitators/partners/enablement, not 

evaluation as auditors. 

“We don't make a lot of the products you buy; 

We make a lot of the products you buy better.” - BASF corporate slogan (1990s)

• Director of Evaluation’s (C. Lechuga) non-evaluation responsibilities distributed 

to other staff to increase capacity for CQI activities. 
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EAC Recommendation Responses: 2/2

“The EAC would like to see the impact of CQI connecting different modules 

across the ICTR and groups across the institution.” 

• We conducted a new CQI project with the Strategic Management (SM) module 

(June-October 2025)

Focus: How can we advance cross-module collaboration?

Analyze: Developed new Goals-Activities-Metrics tracking database.

Change: 

• Used DB to visualize connections between modules (in support of retreat 

planning).

• Identified and prioritized 15 collaboration opportunities, 7 of which were 

already in progress.

Evaluate: Collaborations are developed and in progress!
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SM CQI Project Focus: How can we advance 
cross-module collaboration?  

Analyze: Develop Goals-Activities-Metrics (G-A-M Database)

▪ Module activity/metric tracking was decentralized, not systematic.

▪ Module goals evolve; need for systematic review, particularly to help measure 

and report impact. 

▪ Goals-Activities-Metrics Database: enables visualization and analysis of cross-

module overlap in goals, activities, and metrics to find collaboration 

opportunities.
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G-A-M Database Development 

CQI Team

Module 

Leads

Send each module a template 

with their current inventory of 

goals and activities

Evaluate for synergies in 

objectives and activities 

(with ICTR Leadership)

Review/Edit Goals & Activities

Refine

G&A, 

metrics

1.Does it accurately reflect your 

goals and activities as described in 

the original grant?

2.Does it accurately align with your 

module’s current goals and 

activities, considering module 

evolution?

1.Prioritize goals and activities 

for your module

2.Assign metrics: what metrics 

are you already collecting, are 

the metrics listed correctly?

Strategic 

Management 

CQI Cycle

Strategic Management CQI Cycle

ICTR Retreat

Convert content 

into DB and 

visualizations
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Database Structure

ICTR 

Goal ID#

I-Goal Text

1 Advance TS

2 Comm Engag

3 Sci Resources

4 WFD

5 Partnership

Module-Goal TableICTR-Goal Table

Module Mod 

Goal ID

M-Goal Text

WFD W1 Expand CTS Education

WFD W2 Pathway progs

WFD W3 Career Dev progs

HI H1 Data integration

HI H2 Analytics Platforms

Module Activity Table

Mod 

Goal ID

Mod 

Act ID

M-Activity Text

W1 W1.1 CRTP

W1 W1.2 Certificate Prog

W1 W1.3 PhD Support

W2 W2.1 Lunch & Learn

W2 W2.2 BS Lehman 

support

Module Metrics Table

Mod 

Act ID

Metric 

ID

Metric Text

W1.1 1 # attendees

W1.1 2 Satisfaction

W1.1 3 Assessment

W1.2 1 #attendees

W1.2 2 publications

38 Goals across 9 modules

~100 Activities

~300 Metrics
ICTR 

Goal 
ID#

Mod 

Goal ID

1 W1

1 W2

4 W2

2 W3

4 W3

Goal Mapping Table

Analytical Summary

(in 2 slides)

+ 21 subgoals
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Using the G-A-M Analytical table to Change

Visualizing cross-module overlap in goals to find collaborative 
opportunities

1. Understand/ Advance TS 2. Advance CE 3. Resources 4. WFD 5. Partners
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BERD 3 1 1 4 3 1 1 1 1 1 1

CEC 3 2 2 2 3 2 1 1 1 3 1

CRR 1 2 1 2 3 2 2 5 1 6 1

HI 3 3 1 1 1 2 2 1 2 2 2

K12 1 1 1 1 1 2

Pilots 1 1 1 1 1

T32 1 2 1 2 1 2 1

D2R3 2 2 1 2 1 1 1

WFD (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD) (TBD)

SM 3 2 2 2 2 1 3 1 2 2 2 1 2 2 1 4 1 2 2 3

# = number of 
goal items
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Within-retreat guidance
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SM’s CQI project: 
as shared during our CQI process
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“Speed Dating” Discussions
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ICTR Cross-Module Collaborations

New Collaborations

Ongoing Collaborations

(As seeded at retreat and 

SM’s CQI process)
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Other Examples of CQI Impact 
2024-2025

• BERD

• Developed 7-workshop data science series

• Launched October 2025

• Workforce Development

• Rebuilt TRANSCEND curriculum

• Launched October 2025

• Pilots

• Supported development of the 

    TRANSIT scoring rubric

• T32

• Developed tracks for the PhD in Clinical Investigation (PCI) program
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Dissemination
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Planned Initiatives Year 4

• Further collaboration with module leaders on defining metrics / collection and 

measurement.

• Continued support on cross-module collaborations.

• Dashboard Development

• In partnership with Health Informatics, develop dashboards with specific 

ICTR-wide and key module metrics.  

• Transition to Flight Tracker for Career Development Scholars
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Questions for EAC

• What are other effective strategies for fostering cross-module collaborations? 

• Suggestions for improving our CQI process? Are there alternative models used 

at other hubs that should also be explored for our next grant cycle?
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