
CQI Office Hours:
Addressing common pitfalls in 
road testing
April 26, 2022 |  2:00 – 3:00pm ET
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How you can participate

⁄ Use the chat to ask questions 
⁄ Ask questions or share verbally 

using the hand raise feature

⁄ REMINDER: Never text or email 
client personally identifiable 
information (PII), including during 
office hours or when contacting 
the TA teams
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Today’s agenda

⁄ Learn about common pitfalls in road testing and how to 
address them
⁄ Share with peers your road testing experiences and how 

you’ve addressed pitfalls



Common pitfalls in road testing
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Review: Purpose of road testing strategies
⁄ Road testing is a process for 

trying out an improvement 
strategy before committing to 
it, in order to:
- Understand the strategy’s feasibility
- Understand the strategy’s promise for 

improvement
⁄ Road tests provide information 

on how to refine a strategy 
before more resources are 
invested to scale it up
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Poll: Where is your team with road testing?
Since the start of this grant … 
A. We are preparing for our first road test
B. We are conducting our first road test
C. We finished our first road test and are analyzing 

findings
D. We’ve conducted more than one road test
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Where is your team with road testing? Since 
the start of this grant…
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Poll: What are some of the pitfalls you’ve 
encountered related to road testing?



Grantee Responses: What are some of the pitfalls 
you’ve encountered related to road testing?
⁄ Awaiting a budget 

approval to proceed 
with planned activities 
which are included in 
the road test.

⁄ Making data collection 
east and meaningful 
for site leaders.

⁄ Needed a slightly 
longer period of time 
to evaluate impact of 
strategies than 
anticipated.

⁄ Staff inconsistency 
has greatly affected 
out ability to continue 
with our road test.

⁄ The length of a road 
test should be…

⁄ The urgency of our 
recruitment challenge 
requires that we try 
more than one thing at 
a time, which goes 
against road test 
principles.

⁄ Leadership 
alignment around 
implementation of 
the improvement 
strategy resulting in 
an inconsistent 
application.

⁄ Challenge 
identifying the right 
data to measure and 
collect to lead us to 
insights.

⁄ Team buy in.
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Grantee Responses: What are some of the pitfalls 
you’ve encountered related to road testing?
⁄ Staff training/ 

understanding.
⁄ A barrier could 

have been trying to 
keep the best 
documentation 
during the road 
testing. Some 
information was 
learned midway, so 
we had to adjust as 
needed.

⁄ Interpreting data.

⁄ Budget hangups, new 
staff learning curve.

⁄ Developing metrics 
that provide good data 
for analytics.

⁄ We are still working to 
find how each problem 
we encounter fits 
within the road test 
format. Each problem 
brings different sets of 
challenges and 
requires different 
attention.

⁄ Continued 
improvements – so 
that we have had to 
run the road test 
several times. 

⁄ The length that a road 
test should last.

⁄ We have not had the 
level of recruitment we 
designed the road test 
around, so our goals 
did not align with the 
low numbers coming 
in.
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Grantee Responses: What are some of the pitfalls 
you’ve encountered related to road testing?
⁄ Dosages of hours from 

participants.
⁄ A lot of staff turnover 

and training new staff.
⁄ Our plan is to do extra 

session fidelity 
observations for a site 
that how lower series 
completion. 
Unfortunately that site 
hasn’t done many 
series so we have less 
data to go on than 
anticipated.

⁄ Getting staff trained 
and more motivated to 
complete the tasks.

⁄ Staff implementation 
changes.

⁄ Meeting virtually with 
potential partners, isn’t 
the same as being in-
person. Also, a lot of 
organizations are also 
struggling with 
enrolling clients of 
their own, similar to 
our own program.

⁄ None at this time.
⁄ Other issues coming 

up that tend to 
distract and derail 
from process while 
in the midst of road 
test process.

⁄ Monies needed to 
print (and laminate) 
the infographics so 
they are easily used 
by all program staff.
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Grantee Responses: What are some of the pitfalls 
you’ve encountered related to road testing?
⁄ Tracking 

success.
⁄ Issues 

documenting data 
and staff training.

⁄ Identifying 
issues to use 
CQI.
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Review: Steps in road testing
⁄ Road testing involves three 

key steps
1. Implementing the strategy
2. Collecting data to learn about how it 

works
3. Reflecting on what was learned to 

determine next steps

⁄ Even with careful planning, 
road tests may go off track; be 
prepared to respond
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Review: COM-B model for behavior change

⁄ Behavior change is influenced by three 
domains
- Capability: Do staff have the ability to make change?
- Opportunity: Is the environment supporting them to 

make change?
- Motivation: Do staff want to make changes?
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Common pitfalls related to implementing a 
strategy
⁄ Staff (or others involved) don’t 

see the value of the strategy 
⁄ Staff don’t implement the 

strategy properly
⁄ Staff are committed at the start 

but get distracted by other 
programmatic issues
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Pitfall: Staff don’t see the value
Share data! 

- Share data that demonstrates the problem you are working on
- Share information you’re collecting during a road test to help staff see 

progress
- Keep the data simple so the relevance to staff is clear

If the strategy is evidence-based, share research with 
staff in an accessible way

Ask staff what is getting in the way of buy-in and how to 
improve the strategy
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Pitfall: Staff don’t implement properly

Talk to staff to understand the root of their struggles
- If driven by capability, these conversations can inform tools and training 

that your team can use to improve implementation in future tests
- If related to opportunity, can you eliminate barriers that might be 

preventing staff from implementing properly? 

Identify ongoing supports that staff might need to help
them to implement properly (for instance, checklists or 
weekly check-ins)
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Pitfall: Staff get distracted by other issues
Ensure that staff are clear on the goal from the start

- This might include your overall SMART improvement goal but, ideally, includes 
interim measures of progress as well

Ensure staff responsible for implementing the strategy are 
meeting regularly to check in on challenges and successes 
(e.g., hold huddles)

Share data demonstrating progress to keep staff focused on 
the goal
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Pitfalls related to gathering feedback

⁄ Staff aren’t collecting data as 
needed
⁄ The data you’re getting back 

from clients or staff is 
incomplete or confusing
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Pitfall: Staff aren’t collecting data
Build road test data collection efforts into existing plans 
and processes

Share data back with staff and others who are 
participating in your data collection activities

- You don’t need to wait until the end of a road test to share data back

Talk to staff to understand barriers 
- Is it lack of time? Lack of understanding about how to collect? Lack of 

understanding about the purpose for collecting data? Resentment over 
being asked to collect more data?
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Pitfall: The data you’re getting back is 
incomplete or confusing

Pilot your tools by asking 1-2 anticipated respondents to review or 
complete them and provide feedback in advance

- Do the tools seem feasible to complete? 
- Do all questions make sense? How are respondents interpreting questions?

Ensure respondents understand why you’re collecting the data
- Share that you’re collecting the information to improve the program for 

others   
- Provide back high-level information or share how you used their feedback 

(if possible)
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Pitfalls related to refining and improving your 
strategy
⁄ The team collects a lot of data 

but doesn’t use it
⁄ Staff don’t understand why they 

have to do another round of 
testing
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Pitfall: The team collects a lot of data but doesn’t 
use it

Develop a plan for analyzing data as part of your road 
test planning process

- Consider who will analyze the data and how
- What will the output look like
- Who will you share the analysis with

Be sure to update your plan based on how the road test 
is playing out

- If data collection and analysis isn’t supporting learning, you don’t need to 
continue with your initial plans but can adapt
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Pitfall: Staff don’t understand why they need to 
do another round of testing

Ensure staff understand how CQI works
- If road testing is a new concept to staff, you might need to provide context 

that CQI is iterative and often involves multiple rounds of testing
- Be clear on how you used their feedback (if you collect staff feedback) to 

inform changes to the strategy

Share unresolved questions from the last round of 
testing with staff, so they have a clear understanding of 
what still needs to be learned

- This will help to clarify the goal of the new test



Breakout Discussions
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Share your road test pitfalls 
⁄ What challenges have you faced or are 

you anticipating related to:
- Strategy implementation
- Data collection
- Refinement of strategies

⁄ How are you addressing those pitfalls?



Announcements
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HMRF resource site updates coming soon! 

⁄ Enhanced functionality to search for CQI and nFORM 2.0 
resources based on your questions or topics of interest 

- Quick links to commonly used resources
- Search function by keyword, type, or topic of resource 
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Additional questions?

⁄ For more resources:
- HMRF Grant Resources site (https://hmrfgrantresources.info/continuous-

quality-improvement) contains CQI template, tip sheets and other CQI resources
- Check out the new resource on using focus groups for improvement
- Stay tuned for new resources!

⁄ Next office hours on Tuesday, May 24, 2022, from 2-3pm ET
⁄ Submit questions to hmrfcqi@mathematica-mpr.com

https://hmrfgrantresources.info/continuous-quality-improvement
https://www.hmrfgrantresources.info/pdfs/CQI_BestPractice_Focusgroups_508.pdf
mailto:hmrfcqi@mathematica-mpr.com
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		60		2		Tags->0->1->1->0->1->1		Section D: PDFs containing Images		D2. Figures Alternative text		Passed		Please verify that Alt of "Screenshot illustrating how to use the chat to participate, indicating how to toggle the chat and how to pick respondents." is appropriate for the highlighted element.		Verification result set by user.

		61		2		Tags->0->1->1->1->1->1		Section D: PDFs containing Images		D2. Figures Alternative text		Passed		Please verify that Alt of "Screenshot illustrating how to use the ‘hand raise’ feature to participate verbally." is appropriate for the highlighted element.		Verification result set by user.

		62		5,13		Tags->0->4->2,Tags->0->12->2		Section D: PDFs containing Images		D2. Figures Alternative text		Passed		Please verify that Alt of "This cycle visual illustrates the purpose of road testing, which is to take an idea and implement it; gather feedback from users about how it worked; and then use that feedback to refine and improve. " is appropriate for the highlighted element.		Verification result set by user.

		63		7		Tags->0->6->1		Section D: PDFs containing Images		D2. Figures Alternative text		Passed		Please verify that Alt of "A chart showing the results of an in-session poll to gauge the number of grantees who have or are currently road testing. " is appropriate for the highlighted element.		Verification result set by user.

		64		14		Tags->0->13->2		Section D: PDFs containing Images		D2. Figures Alternative text		Passed		Please verify that Alt of "This image illustrates the COM-B framework, noting that capability, opportunity, and motivation influence behavior directly. Capability and opportunity can also influence behavior through motivation. " is appropriate for the highlighted element.		Verification result set by user.

		65						Section D: PDFs containing Images		D3. Decorative Images		Passed		Paths, XObjects, Form XObjects and Shadings are included in Figures, Formula or Artifacted.		

		66		1,2,5,7,13,14		Tags->0->0->2,Tags->0->0->3,Tags->0->0->4,Tags->0->0->5,Tags->0->1->1->0->1->1,Tags->0->1->1->1->1->1,Tags->0->4->2,Tags->0->6->1,Tags->0->12->2,Tags->0->13->2		Section D: PDFs containing Images		D4. Complex Images		Passed		Do complex images have an alternate accessible means of understanding?		Verification result set by user.

		67		1,2,5,7,13,14,15,19,22,28		Tags->0->0->2->0,Tags->0->0->3->0,Tags->0->0->4->0,Tags->0->0->5->0,Tags->0->1->1->0->1->1->0,Tags->0->1->1->1->1->1->0,Tags->0->4->2->0,Tags->0->6->1->0,Tags->0->12->2->0,Tags->0->13->2->0,Artifacts->2->0,Artifacts->2->0,Artifacts->2->0,Artifacts->2->0		Section D: PDFs containing Images		D5. Images of text		Passed		Is this image an image of text? Fail if yes, Pass if no.		Verification result set by user.

		68		1,2		Tags->0->0->2,Tags->0->1->1->0->1->1		Section D: PDFs containing Images		D6. Grouped Images		Passed		Figures that may posses semantic value only if grouped together have been detected. Please ensure that they are tagged correctly under one Figure tag		Verification result set by user.

		69						Section F: PDFs containing Lists		F1. List tags		Passed		All List elements passed.		

		70		2,3,5,6,9,10,11,12,13,14,15,16,17,18,19,20,21,22,23,24,26,28,29		Tags->0->1->1,Tags->0->2->1,Tags->0->4->1,Tags->0->4->1->0->1->1,Tags->0->5->2,Tags->0->8->1,Tags->0->9->1,Tags->0->10->1,Tags->0->11->1,Tags->0->12->1,Tags->0->12->1->0->1->1,Tags->0->13->1,Tags->0->13->1->0->1->1,Tags->0->14->1,Tags->0->15->2,Tags->0->16->2,Tags->0->17->2,Tags->0->18->1,Tags->0->19->3,Tags->0->19->5,Tags->0->20->2,Tags->0->20->4,Tags->0->21->1,Tags->0->22->2,Tags->0->22->4,Tags->0->23->2,Tags->0->23->4,Tags->0->25->1,Tags->0->25->1->0->1->1,Tags->0->27->1,Tags->0->27->1->0->1->1,Tags->0->28->1,Tags->0->28->1->0->1->1		Section F: PDFs containing Lists		F2. List items vs. visual layout		Passed		Does the number of items in the tag structure match the number of items in the visual list?		Verification result set by user.

		71		2,3,5,6,9,10,11,12,13,14,15,16,17,18,19,20,21,22,23,24,26,28,29		Tags->0->1->1,Tags->0->2->1,Tags->0->4->1->0->1->1,Tags->0->5->2,Tags->0->8->1,Tags->0->9->1,Tags->0->10->1,Tags->0->11->1,Tags->0->12->1->0->1->1,Tags->0->13->1->0->1->1,Tags->0->14->1,Tags->0->15->2,Tags->0->16->2,Tags->0->17->2,Tags->0->18->1,Tags->0->19->3,Tags->0->19->5,Tags->0->20->2,Tags->0->20->4,Tags->0->21->1,Tags->0->22->2,Tags->0->22->4,Tags->0->23->2,Tags->0->23->4,Tags->0->25->1->0->1->1,Tags->0->27->1->0->1->1,Tags->0->28->1->0->1->1		Section F: PDFs containing Lists		F3. Nested lists		Passed		Please confirm that this list does not contain any nested lists		Verification result set by user.

		72						Section G: PDFs containing Headings		G1. Visual Headings in Heading tags		Passed		All Visual Headings are tagged as Headings.		

		73						Section G: PDFs containing Headings		G2. Heading levels skipping		Passed		All Headings are nested correctly		

		74		1,2,3,4,5,6,7,8,9,10,11,12,13,14,15,16,17,18,19,20,21,22,23,24,25,26,27,28,29		Tags->0->0->0,Tags->0->1->0,Tags->0->2->0,Tags->0->3->0,Tags->0->4->0,Tags->0->5->0,Tags->0->6->0,Tags->0->7->0,Tags->0->8->0,Tags->0->9->0,Tags->0->10->0,Tags->0->11->0,Tags->0->12->0,Tags->0->13->0,Tags->0->14->0,Tags->0->15->0,Tags->0->16->0,Tags->0->17->0,Tags->0->18->0,Tags->0->19->0,Tags->0->20->0,Tags->0->21->0,Tags->0->22->0,Tags->0->23->0,Tags->0->24->0,Tags->0->25->0,Tags->0->26->0,Tags->0->27->0,Tags->0->28->0		Section G: PDFs containing Headings		G3 & G4. Headings mark section of contents		Passed		Is the highlighted heading tag used on text that defines a section of content and if so, does the Heading text accurately describe the sectional content?		Verification result set by user.

		75						Section H: PDFs containing Forms		H5. Tab order		Passed		All pages that contain annotations have tabbing order set to follow the logical structure.		

		76		29		Tags->0->28->1->2->1->1		Section I: PDFs containing other common elements		I3. Language for words and phrases		Passed		Unable to find hmrfcqi in the "en" dictionary. Please verify there aren't any missing spaces between words or other formatting issues.		Verification result set by user.

		77		29		Tags->0->28->1->2->1->1		Section I: PDFs containing other common elements		I3. Language for words and phrases		Passed		Unable to find mpr in the "en" dictionary. Please verify there aren't any missing spaces between words or other formatting issues.		Verification result set by user.

		78						Section I: PDFs containing other common elements		I4. Table of Contents		Passed		No Table of Contents (TOCs) were detected in this document.		Verification result set by user.

		79						Section A: All PDFs		A5. Is the document free from content that flashes more than 3 times per second?		Not Applicable		No elements that could cause flicker were detected in this document.		

		80						Section D: PDFs containing Images		D2. Figures Alternative text		Not Applicable		No Formula tags were detected in this document.		

		81						Section E: PDFs containing Tables		E1. Table tags		Not Applicable		No tables were detected in this document.		

		82						Section E: PDFs containing Tables		E2. Table structure vs. visual layout		Not Applicable		No tables were detected in this document.		

		83						Section E: PDFs containing Tables		E3. Table cells types		Not Applicable		No tables were detected in this document		

		84						Section E: PDFs containing Tables		E4. Empty header cells		Not Applicable		No table header cells were detected in this document.		

		85						Section E: PDFs containing Tables		E5. Merged Cells		Not Applicable		No tables were detected in this document.		

		86						Section E: PDFs containing Tables		E6. Header scope		Not Applicable		No simple tables were detected in this document.		

		87						Section E: PDFs containing Tables		E7. Headers/IDs		Not Applicable		No complex tables were detected in this document.		

		88						Section H: PDFs containing Forms		H1. Tagged forms		Not Applicable		No Form Annotations were detected in this document.		

		89						Section H: PDFs containing Forms		H2. Forms tooltips		Not Applicable		No form fields were detected in this document.		

		90						Section H: PDFs containing Forms		H3. Tooltips contain requirements		Not Applicable		No Form Annotations were detected in this document.		

		91						Section H: PDFs containing Forms		H4. Required fields		Not Applicable		No Form Fields were detected in this document.		

		92						Section I: PDFs containing other common elements		I1. Nonstandard glyphs		Not Applicable		No special glyphs detected		

		93						Section I: PDFs containing other common elements		I2. OCR text		Not Applicable		No raster-based images were detected in this document.		

		94						Section I: PDFs containing other common elements		I5. TOC links		Not Applicable		No Table of Contents (TOCs) were detected in this document.		

		95						Section I: PDFs containing other common elements		I6. References and Notes		Not Applicable		No internal links were detected in this document		
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